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A growing body of research has shown the benefits of optimism on health, socioeconomic status, 
and at work. This two-phase mixed-method study revised and validated an instrument to measure 
an employee’s personal experience with optimism in their workplace. This study also developed 
two additional scales to measure the degree to which individuals engage in optimistic leadership 
skills, and an organization’s readiness to cultivate optimism. In Phase 1, 697 responses from an 
online survey were analyzed using exploratory and confirmatory factor analysis. Regression 
analysis indicated that an employee’s personal experience of factors associated with optimism at 
work influenced their perception of their workplace’s readiness to cultivate optimism. 
Regression analysis also indicated that an individual’s personal tendency toward optimism 
influenced their personal experience with optimism at work. The study also validated the 
Maslach Burnout Inventory-General Survey and the Life Orientation Test-Revised for this 
study’s sample. In Phase 2, the measures developed in Phase 1 were piloted with the 30-person 
office staff of a midwestern paper manufacturing company to provide feedback on the accuracy 
of the scales. The findings help to advance research on optimism at work and support future 
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Glossary of Terms and Acronyms 
Table 0.1 
Glossary of Terms and Acronyms 
Word or Definition Short Definition Citations 
Active Engagement 
An individual’s enthusiastic focus and overt 
presence in a given activity. 
 
Cornelli Sanderson et al., 
2016 
Affective Commitment 
An employee’s affection and emotional 
attachment to an organization. An employee’s 
affective commitment has to do with their 
personal identification and involvement in the 
organization. 
 
Meyer & Allen, 1991 
Be There Being emotionally present for others. 
Charthouse Learning, 
2019, Story of FISH! 
 
Broaden-and-Build 
The theory that when people maintain positive 
emotions, they are able to broaden their 





“A prolonged response to chronic job stress” 
(p. 405). 
 
Maslach et al., 2001 
Choose Your Attitude 
An individual’s conscious choice to choose 
how they respond to others. 
Charthouse Learning, 
2019, Story of FISH! 
 
Commitment 
A person’s loyalty and affective attitudes 
toward their employer. 
Brooke et al., 1988; 




A person’s belief that their risk is below 
average, regardless if the assessment is correct. 
 
Radcliffe & Klein, 2002 
Continuance 
Commitment 
An employee’s determination to stay at an 
organization because the cost of leaving would 
be greater than the cost of staying. 
 
Meyer & Allen, 1991 
Dispositional Optimism 
A person’s positive expectations for future 
events. 
 
Scheier & Carver, 1985. 
Emotion Approach 
A person’s coping response where they react 
to a challenge by allowing themselves to 
experience and acknowledge their feelings. 
 







Word or Definition Short Definition Citations 
Emotion Avoidance 
A person’s coping response where they react 
to a challenge by deflecting or ignoring their 
feelings.  
 
Nes & Segerstrom, 2006 
Empowered Connection 
Cooperative interaction with others that 
promotes a sense of safety, confidence, and 
competence that allows you to take risks and 
try new things. 
 
Definition established in 
this dissertation 
Empowerment 
An individual’s sense of safety, competence, 
and confidence in their ability to take effective 
action. 
 
Cornelli Sanderson et al., 
2016 
Explanatory Style 
The way a person describes life events. 
 
Peterson et al., 1982 
Goodification (also 
Goodify)  
Adapting and innovating any activity, based 
on the environment and the development of 
the audience, to make it as joyful, connecting, 
empowering, and engaging as possible. 
 
Life is Good 
Playmakers, 2019 
Innovation 
The process through which ideas are 
transformed into new processes, products, or 
services. 
 
Baregheh et al., 2009 
Job Satisfaction 
“A positive (or negative) evaluative judgment 
one makes about one’s job or job situation.” 
 
Weiss, 2002, p.175 
Joy 
An individual’s enduring sense of positivity, 
hope, and fulfillment that are expressed 
through pleasure and exuberance. 
 
Cornelli Sanderson et al., 
2016 
Joyful Engagement 
A positive, hopeful, and fulfilling experience 
that commands a person’s full presence in an 
activity. 
 
Definition established in 
this dissertation 
Life is Good Playmakers 
(Playmakers) 
 




A widely used optimism assessment. Scheier & Carver, 1985 
Make Their Day 
Engaging in simple ways of serving or 




2019, Story of FISH! 
Normative Commitment 
An employee’s feelings of obligations to an 
organization. Normative commitment can be 
a result of organization provided rewards or 
familial or cultural pressures. 
 




Word or Definition Short Definition Citations 
Optimism 
An individual’s ability to see, feel, and focus 
on the good, in themselves, in others, and in 
the world, regardless of the circumstances. 
Carver et al., 2010; 
Jacobs & Jacobs, 2015; 
Scheier & Carver, 1992. 
Optimistic Leadership  
Leadership that happens through seeing the 
good and amplifying the good in ourselves, 
and others, as well as in projects, initiatives, 
and processes. 
 
Life is Good 
Playmakers, 2021 
Organizational 
Citizenship Behaviors  
Behaviors that “support the social and 
psychological environment in which task 




Optimism Profile  
An assessment of employee’s personal 
experience of workplace optimism.  
 
Life is Good 
Playmakers, 2015  
Organizational Optimism 
An organization’s culture of optimism that 
promotes an employee’s ability to see, focus, 
and feel the good, in themselves, in others, and 
in their work, regardless of the circumstances 
 
Established in this 
dissertation 
Play 
Engaging in creative and enthusiastic 
activities that create enjoyment. 
 
Charthouse Learning, 




“The study and application of positively 
oriented human resource strengths and 
psychological capacities that can be 
measured, developed, and effectively 
managed for performance improvement in 




A person’s coping response where they 
confront a challenge. 
 
Nes & Segerstrom, 2006 
Problem Avoidance 
A person’s coping response where they 
ignore the challenge or deflect from it. 
 
Nes & Segerstrom, 2006 
Productivity 
The measure of a person or organization’s 




An individual’s positive psychological state 
of development characterized by (1) having 
confidence (self-efficacy) to take on and put 
in the necessary effort to succeed at 
challenging tasks; (2) making a positive 
attribution (optimism) about succeeding now 
and in the future; (3) persevering toward 
goals, and when necessary, redirecting paths 
to goals (hope) in order to succeed; and (4) 
when beset by problems and adversity, 
sustaining and bouncing back and even 
beyond (resilience) to attain success (p.3). 




Word or Definition Short Definition Citations 
Realistic Optimism 
A person’s ability to stay positive and focus 




Positive expectations in specific contexts. 
 
Armor & Taylor, 1998 
Social Connection 
An individual’s drive for cooperative 
interaction with others. 
 
Cornelli Sanderson et al., 
2016 
Strategic Optimism 
A strategy where individuals actively avoid 




A work environment that is rife with negative 
interpersonal behaviors. 





A person’s likelihood to overestimate the 






Chapter I: Introduction 
“When you are rooted in optimism, you unlock your greatest superpowers” (Gross, 2018). 
Life is better for optimists! Research has shown that optimists are more likely to live 
longer (Lee et al., 2019). Optimists are better at coping with stress and have a reduced risk of 
depression (Andersson, 1996; Ellicott et al., 1990; Finlay-Jones & Brown, 1981; Gielan, 2017; 
Schiavon et al., 2017). Optimism improves heart health; in their study, Hernandez et al. (2015) 
found that most of their optimistic participants were twice as likely to have ideal cardiovascular 
health profiles, even after adjusting for other factors. It is not just health and lifestyle benefits; 
research has also shown the benefits of optimism in the workplace, including increased 
workplace commitment, productivity, and job satisfaction (Arakawa & Greenberg, 2007; Avey et 
al., 2009; Medlin et al., 2010; Seligman & Schulman, 1986). Considering all the benefits found 
so far, optimism is a useful and essential tool to improve organizational culture and impact the 
bottom line. 
Organizational culture is a shared set of beliefs, values, and norms in the workplace (Cole 
et al., 2014; Leroch, 2014; Ng & Ng, 2014). Workplace stress and toxic work environments are 
optimism killers; they are detrimental to productivity, commitment, and job satisfaction. Where 
optimism increases productivity, improves employee retention, and job satisfaction, workplace 
stress and toxic work environments reduce these factors (Andersson & Pearson, 1999; Lim & 
Cortina, 2005; Porath & Erez, 2007). Unfortunately, in a lifetime, a person will likely encounter 
a stressful work environment or a toxic coworker (Kusy, 2018; Kusy & Holloway, 2009). 
According to a 2015 study by the RAND Corporation, nearly one in five U.S. workers 
experience hostile or toxic social environments at work (Maestas et al., 2017). Workers reported 
experiencing unwanted sexual attention, verbal abuse, and humiliation. In another study, 75% of 
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workers indicated that they believe there is more stress on workers today than there was a 
generation ago (Princeton Survey Research Associates, 1997). “Ninety-one percent of people 
had maladaptive responses to stress that exacerbated circumstances and deceased well-being” 
(Gielan, 2019). Stress at work and toxic work conditions contribute to poor health outcomes and 
poor performance (Burns et al., 2016; Hu et al., 2019). Workplace stress contributes to decreased 
productivity, increased employee benefits costs, and an increased healthcare burden (Dyck & 
Roithmayr, 2001). Anjum and Ming (2017) state, “an employee’s workplace environment is a 
key determinant of the quality of their work and their level of productivity” (p. 676). Workplace 
toxicity and stress is a burden to employers, and a detriment to the health of employees (Kusy, 
2018; Kusy & Holloway, 2010; Porath & Pearson, 2013). In their survey, Kusy and Holloway 
(2010) reported that 64% of respondents were currently working with someone who has a toxic 
personality, and 94% indicated that they had worked with a toxic worker at some point in their 
career. Toxic behaviors can be pervasive and problematic. However, all is not lost because the 
Life is Good Playmakers (Playmakers) believe that they have a solution that is rooted in 
optimism. 
There are many benefits to being optimistic, including better health outcomes, increased 
productivity, and improved coping skills, but optimism does not come naturally to everyone 
(Andersson, 1996; Scheier & Carver, 1992; Smith & Mackenzie, 2006). The Life is Good 
Playmakers and their founder, Steve Gross, believe that they have figured out the key to reduce 
workplace toxicity and stress and help individuals increase their optimism. The Life is Good 
Playmakers is a 501(c)(3) organization that is “designed so childcare professionals can harness 
the power of optimism to help kids heal. The program provides transformative workshops, 
signature tools, and ongoing coaching so that they can build life-changing relationships,” (Life is 
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Good Playmakers, 2019, About Playmakers). Although their primary focus is working with 
childcare professionals in the United States and Haiti, recently, they have decided to market their 
Playmaker workshops to benefit business professionals. Throughout their 30-year history, the 
Playmakers provided keynote addresses and workshops for Life is Good, the Lifestyle brand that 
gives 10% of its profits to the Playmakers, as well as other organizations in the corporate sector; 
however, the intervention was never tested for effectiveness. One of the primary purposes of this 
study was to revise and validate the Optimism Profile, a tool created by the Life is Good 
Playmakers that measures an employee’s experience of optimism at work. A second purpose was 
to explore additional factors that contribute to creating a culture of optimism at work.  
This dissertation utilized a mixed-method QUAN  quan(qual) approach to revise and 
validate the Optimism Profile and explore other factors associated with cultivating a culture of 
optimism at work. This study consisted of two phases. Phase 1 focused on exploratory and 
confirmatory validation of the Optimism Profile and other potential workplace optimism scales. 
Phase 1 also used confirmatory and discriminatory analysis to validate the Optimism Profile and 
regression analyses to explore the relationships across the developed and validated optimism 
scales. Data were collected by surveying adults who work full-time in organizations with 20 or 
more employees in the United States. A full-time employee was considered someone who 
worked 30 or more hours a week. The Phase 1 survey was composed of researcher-designed 
items measuring an employee’s personal experience with optimism at work, optimistic 
leadership, and organizational optimism as well as previously validated scales measuring 
personal optimism and burnout. Statistical analyses included descriptive statistics, exploratory 
and confirmatory factor analysis, correlational and regression analyses. Phase 2 tested the 
Optimism Profile and other scales developed and validated by the study on the office staff of a 
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midwestern paper manufacturing company. The 30-person office staff was invited to take the 
survey, review the results, and provide feedback on whether their perceptions matched the 
survey results.  
This dissertation intended to revise and validate the Optimism Profile as well as create 
additional scales that measure factors related to workplace optimism. This study also explored 
the influence of personal optimism on an employee’s personal experience of workplace 
optimism. Additionally, the study explored the influence of an employee’s personal experience 
of optimism in their workplace on their perception of their workplace’s ability to cultivate 
optimism.  
What Is Optimism? 
Optimism is a term that has roots that existed long before we began researching it. Early 
theories of optimism come from Gottfried Wilhelm Leibniz’s writing of Theodicy (1710), where 
he proclaimed that our present world is the optimal state. Essentially the philosophical theory of 
optimism is that whenever there is a possibility of an alternative universe, the most optimal 
universe will win out (Rescher, 2000). This philosophy is akin to a Life is Good T-shirt slogan, 
“No sense being pessimistic, it’ll never work” (Figure 1.1). The Life is Good Playmakers pride 
themselves on finding the good in everything; they define optimism as a person’s ability to see, 





Image of Life is Good T-Shirt Slogan 
 
Note. This figure illustrates the Life is Good slogan, “No sense being pessimistic. It’ll never 
work.” (Copyright 2020, The Life is Good Company, Used with Permission). 
Although optimism has been studied quite thoroughly for psychological and health 
benefits, there is still room to explore the role of optimism in the workplace. Surprisingly, 
research on individual optimism did not begin to pick up until the mid to late 1980s, and it has 
continued to gain popularity in psychology research particularly over the last 20 years (Carver et 
al., 2010; Nes & Segerstrom, 2006). Optimism research has grown quite rapidly since then and is 
central to positive psychology, an area of study that has also gained popularity.  
Researchers have found that increased optimism in the workplace positively impacts 
employee engagement, productivity, and performance. Luthans, Avey, et al. (2006) and Luthans 
et al. (2007b) measured their intervention’s impact on Psychological Capital (PsyCap). In the 
intervention, participants took turns visualizing and naming steps toward accomplishing a goal, 
to develop the person’s PsyCap. They found that the intervention could increase a person’s 




individual’s positive psychological state of development characterized by (1) having 
confidence (self-efficacy) to take on and put in the necessary effort to succeed at 
challenging tasks; (2) making a positive attribution (optimism) about succeeding now and 
in the future; (3) persevering toward goals, and when necessary, redirecting paths to goals 
(hope) in order to succeed; and (4) when beset by problems and adversity, sustaining and 
bouncing back and even beyond (resilience) to attain success. (p.3)  
 
Luthans et al. (2006) calculated a return on investment (ROI) for their intervention at 270%.  
On the whole, research indicates that optimism is good for you! Research indicates that 
optimism provides both psychological and physical benefits, including quicker recovery 
following cardiac-related events, lower levels of distress and improved survival rates for 
individuals with HIV, and a higher likelihood of engaging in healthy lifestyle choices (Brydon et 
al., 2009; Ironson & Hayward, 2008; Scheier & Carver, 1992; Smith & Mackenzie, 2006; 
Steptoe et al., 2006). Andersson (1996) found that optimists are better at coping in general and in 
times of distress. Optimism is a predictor of positive physical health (Rasmussen et al., 2009). 
Optimism is associated with a lower incidence of coronary heart disease and cardiovascular 
disease, and better day-to-day blood pressure (Boehm & Kubzanky, 2012; Giltay et al., 2012; 
Räikkönen et al., 1999). Overwhelmingly, studies indicate that optimism has a positive effect on 
both psychological and physiological health, although it is not a cure. 
Although Positive Psychology has associated optimism with a better quality of life during 
cancer treatment, not all research on optimism has been positive. Mazanec et al. (2010) did not 
find a significant difference in dispositional optimism, a person’s belief in a positive future, and 
higher quality of life for cancer patients. Optimism is also associated with increased depression 
during post-cancer treatment for lung cancer survivors (Schofield et al., 2004). Increased 
optimism in cancer patients has also led to an overestimation of survival prediction by clinicians 
(Ingersoll et al., 2019).  
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Too much optimism may also negatively impact decision-making. Gibson and 
Sanbonmatsu (2004) found that optimists are more likely than pessimists to continue betting 
even when past performance was poor. Rasmussen et al. (2006) found that optimists are less 
likely to disengage in a goal when they perceive it to be unattainable. Andersson (1996) found 
that optimists have lower levels of distress even in stressful situations; theoretically, an optimist 
may not know when to leave a bad situation. 
 Positive psychology has explored the benefits of optimism in the workplace. Seligman 
and Schulman (1986) found that optimistic insurance agents were more successful than 
pessimistic insurance agents. Arakawa and Greenberg (2007) found that manager optimism 
correlated significantly with positive project performance.  
What is the Playmaker Approach?  
The Playmaker approach for childcare professionals teaches individuals to create what 
Playmaker calls O’Playsis, which is the intersection of Optimism and Play, an oasis of play. 
O’Playsis is a joyful, empowering, engaging, and connecting environment where kids can learn, 
grow, and heal. The Playmakers have found that kids thrive when they experience O’Playsis. 
Participants have found the Playmaker training to be beneficial. Each spring, past participants are 
invited to complete a survey about their experience using the Playmaker approach since taking 
the Playmaker workshop. The 2019 results were positive: 
• 95% of respondents said that the Playmakers workshop had a positive impact on their 
life at work 




• 87% indicated that they are intentionally practicing self-care at least weekly, i.e., 
taking specific actions to take care of their social-emotional and physical well-being. 
• 80% said that they are using a Playmaker approach at least weekly in their work with 
children. 
Survey 
 Participants reported not only a difference in their work with children but also their 
experience at work. The improved work experience for participants led the Playmakers to believe 
that their approach was translatable and may benefit those in the corporate sector. The 
Playmakers also considered that adding corporate workshops may increase revenue to support 
their mission; this is why they decided in 2019 to market their approach to corporate work 
environments.  
 The components of the Playmakers’ approach (Table 1.1) are essential elements to 
encouraging childcare professionals to create an empowering, engaging, connecting, and joyful 
environment for kids to learn, grow, and heal. Participants learn about the four domains of 
optimism: joy, engagement, empowerment, also known in the childcare approach as internal 
control, and connection. In the childcare approach, connection is known as social connection, 
and engagement is known as active engagement. They learn how to solve problems through 
enacting what they call “goodification,” adapting, and innovating an activity to ensure that the 
four domains of optimism are present; this concept of goodification is the basis for optimistic 
leadership. The Playmaker approach is steeped in research on optimism. Although the focus has 
primarily been on creating supportive environments with children, the Playmakers believe that 




Components of the Playmaker Approach 
Component Short Definition Citations 
Optimism An individual’s ability to see, focus, and feel the 
good, in themselves, in others, and in the world, 
regardless of the circumstances. 
 
Carver et al., 2010; Jacobs 
& Jacobs, 2015; Scheier & 
Carver, 1992. 
Joy An individual’s enduring sense of positivity, 
hope, and fulfillment that are expressed through 
pleasure and exuberance. 
 




An individual’s enthusiastic focus and overt 
presence in a given activity. 
 




An individual’s sense of safety, balance, and 
competence that empowers them to engage 
comfortably with the surrounding world. 
 




An individual’s drive for cooperative interaction 
with others.  
 




Adapting and innovating any activity, based on 
the environment and the development of the 
audience, to make it as joyful, connecting, 
empowering, and engaging as possible. 
Life is Good Playmakers, 
2019 
Note. This table provides definitions for each of the components of the Life is Good Playmaker 
intervention. 
Purpose of the Study 
The purpose of this study was to create and validate scales that can be used as tools to 
measure an employee’s personal experiences with workplace optimism, optimistic leadership, 
and a company’s readiness to cultivate optimism as well as explore the influence of personal 
optimism on organizational optimism. One of the primary focuses was on revising and validating 
the Optimism Profile. The tool was originally designed to assess an organization’s readiness to 
build optimism in its employees. Following this research, the newly validated tool will be used to 
measure the general effectiveness of the Life is Good Playmakers’ intervention in increasing 
optimism in the workplace. This study reduced the gap in research on optimism as part of 
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organizational culture. This study consisted of two Phases. In Phase 1, confirmatory factor 
analysis was conducted on two existing scales, the Life Orientation Test-Revised and the  
MBI-GS, to confirm validity for this study’s sample. Exploratory and confirmatory analysis was 
conducted on the Optimism Profile to validate this instrument for the Life is Good Playmakers, 
and on the researcher created organizational optimism and optimistic leadership questions to 
create new measures for assessing factors associated with cultivating a culture of optimism at 
work. The LOT-R and MBI-GS was used for confirmatory and discriminatory validation of the 
factor-validated Optimism Profile. Regression analysis was used to explore if the factors from 
the Optimism Profile influence organizational optimism and whether individual tendency toward 
optimism as measured by the LOT-R influence the Optimism Profile scores. In Phase 2, the 
factor-validated scales from Phase 1 were tested on one organization. One of the primary 
purposes of this study intended to revise and validate a tool that can be used by organizations to 
assess factors associated with optimism at work, and so that the Playmakers may measure the 
effectiveness of their corporate training and further workplace optimism research.  
Interestingly, research on optimism in the workplace has gained increased interest over 
the last decade. The idea that optimism has a positive impact makes sense to many. By the nature 
of their disposition, optimistic people should be more productive, more fun to be around, and 
more likely to stick it out when times are tough. Unfortunately, the research on this subject is 
sparse, but growing (Behesthifar, 2013; Li et al., 2019; Medlin et al., 2010; Munyon et al., 2010). 
This gap in the research allowed an opening to explore factors related to creating a culture of 
optimism at work.  
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Significance of the Study 
This study has many possibilities for relevance. An instrument that assesses an 
organization’s readiness to cultivate workplace optimism would provide a litmus test to support 
organizations in understanding where they need to improve so that they may create a culture 
where optimists can grow and employees can flourish. This study explored factors associated 
with optimism at work; it created two new scales and validated a tool for the Life is Good 
Playmakers to use with organizations. The Optimism Profile was designed as a tool that 
measures an employee’s experience with workplace optimism. The optimistic leadership items 
were used to create a scale to measure optimistic leadership. The organizational optimism items 
were used to create a scale to measure a workplace’s ability to cultivate optimism. These three 
scales may be used to help organizational leaders test for factors associated with creating a 
culture of optimism at work and to help guide the Playmakers in creating a more targeted 
approach for organizations. This tool could be used with any organization looking to assess their 
ability to cultivate optimism and impact their bottom line. This study also furthered our 
understanding of factors associated with optimism in the workplace. 
The National Institute for Occupational Safety and Health reports that addressing work 
conditions is the most direct way to reduce stress. The Playmakers’ approach helps develop a 
safe and positive organizational culture. Creating a safe and supportive work environment is vital 
because more than one-half of workers describe work as “a source of supportive social 
experiences” (Maestas et al., 2017). Research has also shown that increased connection is a key 
to optimism. The best predictor of a person’s health is based on the quality of their relationships. 
As Steve Gross (2019) said in a recent Playmaker 101 workshop, “connection is better for you 
than kale.” Few studies have examined workplace optimism, and most focus on individual 
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optimism. Smith et al. (2013) created the Workplace Explanatory Style Questionnaire to assess 
individual optimism in any workplace setting; however, it is intended to assess only individual 
optimism and not to measure the ripeness of an organization's ability to cultivate optimism.  
Conversely, the tools validated in this study measure both an individual’s propensity 
toward optimism and an organization’s openness toward cultivating optimism. The newly 
validated tools will allow organizational leaders to assess factors associated with optimism at 
work as well as to help the Playmakers to uncover the effectiveness of the Life is Good 
Playmaker approach on optimism in the workplace. Now that the Playmakers work can be 
properly explored using this validated measure, researchers may gain better insight into 
understanding the impact and importance of optimism in the workplace. A deeper understanding 
of factors that influence workplace optimism may direct future research. This knowledge could 
push the field forward and potentially help increase employee engagement, productivity, and 
success, for organizations.  
The purpose of this study was to create and validate scales that can be used as tools to 
measure an employee’s personal experience with workplace optimism, optimistic leadership, and 
perception of their organization’s readiness to cultivate optimism. Creating this assessment 
allows the Playmakers and future researchers to address organizations questions like:  
• To what extent are individuals in the organization optimistic?  
• What level of joyfully engagement do employees experience?  
• What level of empowered connection do employees experience? 
• To what extent are leaders practicing key techniques of optimistic leadership?  
• To what extent are practices in place that support organizational optimism?  
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Future responses to these questions may deepen the organization’s understanding of optimism 
and its impact on the bottom line. This dissertation established necessary tools that will provide 
organizational leaders with a tool to help them to assess whether they are utilizing techniques to 
practice optimistic leadership, whether their employees are experiencing factors associated with 
optimism, and whether their organization promotes a culture of optimism. 
The Playmakers’ approach has anecdotally demonstrated its effectiveness in helping 
individual childcare professionals and organizations build a culture of optimism that participants 
report has a resounding impact on their productivity and engagement. Previous studies on the 
Playmakers’ approach have focused primarily on the impact the approach has on children and 
not staff (Cornelli Sanderson, 2010; Cornelli Sanderson et al., 2016;). Prior to this study, the 
Playmakers had anecdotal evidence from their partners, and evidence from the Optimism Profile 
that had not been validated. The newly validated Optimism Profile, along with the additional 
scales created from this study, will provide further research opportunities to explore the impact 
of the Playmaker approach. The Playmakers’ approach aligns with existing optimism or 
organizational culture training programs. Chapter II will explore these approaches more 
thoroughly. Considering that the Playmakers’ approach already closely aligns with existing 
corporate training programs, in theory, this approach could be easily adapted for the corporate 
workplace.  
Research Questions 
The study explored the following research questions:  
1. What factors emerge through exploratory and confirmatory factor analysis with the 
items from the Optimism Profile that was designed to measure empowerment, 
connection, joy, and engagement? 
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2. What factors emerge through exploratory and confirmatory factor analysis with the 
items designed to measure optimistic leadership? 
3. What factors emerge through exploratory and confirmatory factor analysis with the 
items designed to measure organizational optimism? 
4. Are the MBI-GS and LOT-R factor validated with this study’s sample, and do they 
offer confirmatory and discriminatory validation with the factors that emerged 
through factor validation of the Optimism Profile scale? 
5. Does a person’s personal experience with optimism at work influence their perception 
of their workplace’s readiness to cultivate a culture of optimism? 
6. Does the LOT-R predict the Optimism Profile? 
7. Do the factor-validated results from the Optimism Profile, optimistic leadership, and 
organizational optimism items align with the participants’ perceptions of their 
organization? 
Researcher Background 
My pursuit of this dissertation has been a long and winding journey yet also focused and 
purposeful. I am by nature what Life is Good Playmakers considers a “Grateful for the Glass 
Optimist.” Although my original path was diverted, I believe each of these detours to be an 
essential steppingstone. My initial pursuit was to help build more successful social entrepreneurs 
and maybe even become one along the way. My interest in social entrepreneurship has been both 
personal and professional and has grown over the last decade. I first became interested in social 
entrepreneurship during my undergraduate studies when I initially learned about the social 
sector. I felt called to work in the social sector and, for a time, had trouble understanding why 
anyone would not want to work for an organization with a mission to help others. I have 
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dedicated my career and academic interests to working in and studying nonprofits and social 
entrepreneurs. Following my undergraduate studies, I pursued a master's degree in Human 
Service Administration and focused on nonprofit management. The focus of my doctoral work 
has been solely on social entrepreneurship and the skills of the social entrepreneur. I initially 
dedicated my academic pursuits to preparing me to become a social entrepreneur myself. The 
more I've learned about social entrepreneurs the more my focus and purpose have shifted from 
becoming a social entrepreneur to supporting them.  
I first became keyed into the excitement of optimism when I attended my friend’s 
dissertation defense. In his dissertation, Kalakay (2015) found that the “ability to remain focused 
on a goal with the full awareness of its possible failure was evident in many of the social 
entrepreneurs” (p. 77). Many of the Ashoka fellows that he interviewed displayed what he called 
“novel positivity.” This optimistic point of view, or novel positivity, was described by Kalakay 
(2015) as the ability to stay positive in the face of extreme setbacks. I was excited by the power 
of positivity and inspired by the direction the research on social entrepreneurs and optimism 
could lead me.  
Two years ago, I began working for a social enterprise and a social entrepreneur. In my 
full-time job, I work as the Program Operations Manager for the Life is Good Playmakers. I 
coordinate the logistics for their workshops, and because the Playmakers are scrappy like a 
startup, I do a lot of other things too. When the leadership of the Playmakers announced that they 
were going to turn their Playmaker workshops to a corporate model, I wanted to test the model to 
ensure that it was effective. In the course of my time at Antioch, I had also developed an interest 
in toxic workplaces, because I used to work for one and I saw the Playmaker approach as a way 
to combat toxic environments, increase optimism, and productivity. Prior to working for the 
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Playmakers, I attended a Playmaker Two-Day Intensive Retreat. When I returned to my regular 
job, I spent the better part of two years trying to convince the toxic environment to hire the 
Playmakers. In the end, I was hired by the Playmakers instead.  
Optimism is alive and well for the Life is Good Playmakers. I get to experience an 
organization that cultivates and supports optimism. I co-chair our internal O'Playsis committee, a 
committee that is focused on ensuring that there is plenty of joy, engagement, connection, and 
empowerment for our team members. These four elements are what the LIGP considers to be 
essential ingredients to cultivating optimism. One way that our team cultivated optimism, 
especially amid the pandemic caused by COVID-19, was by connecting three times a week with 
the whole team conference call, and we would share something good that happened in our lives. 
We used this as a way to connect and engage with each other. Every team member was invited to 
this meeting regardless of their roles, and all were empowered to ask questions about what was 
happening with the organization and with each other. Focusing on the good in the world is 
helpful in fostering joy in trying times. The pandemic of 2020 was a trying time, where many 
people, including myself, experienced existential dread. For a time, I practiced sharing 
something good with my own family. We would start each day by sharing something good we 
were looking forward to and we would end each day by sharing something good that happened. 
This practice of talking about the good happening in our lives helped to foster positivity during a 
dark time in our lives and it was a nice break from watching the numbers go up on Worldometer, 
a website that counts COVID-19 cases and deaths around the world. 
My personal experiences, professional interests, and academic pursuits prepared me to 
conduct this study. I am grateful for the many detours that led me to the intersection of optimism 
and organizational culture.  
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Study Assumptions  
This study assumed that optimism is a behavior that can be cultivated through meaningful 
interventions and continued practice. Individuals can develop optimism by learning about the 
components of an optimistic workplace, the benefits of optimism, and by implementing tools that 
are designed to strengthen optimism. Continued and regular practice of optimism is essential to 
the increasing a person’s experience of optimism (Antoni et al., 2001; Segerstrom, 2006; 
Segerstrom, 2007). The study also assumed that the survey was used with employees from 
organizations that are willing participants, and that the organization supported the use of this 
survey in their workplace.  
Study Limitations 
As an employee of the Life is Good Playmakers, I likely have a higher stake in outcomes 
than many dissertators because I work for this organization. Although, to diminish the impact of 
researcher bias, I worked closely with a methodologist, as well as embarked on additional 
procedural testing for validation of scales. The nature of the survey relied on self-assessment. 
Self-report surveys, like the one in this study, are not immune to bias. Some of the questions may 
have elicited respondents to choose the option they think sounds best, even if it is not right for 
them. This study was conducted in the middle of the 2020 Coronavirus Pandemic, which may 
have impacted participants’ perspectives of optimism as well as on the number and type of 
available participants, particularly considering that many people were impacted by 
unemployment or underemployment. Another limitation was that one of the scale items for the 
MBI-GS was missing from the survey questions in error. The sample also had a large portion of 
white women with advanced degrees, and this may limit generalizability.  
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Organization of the Dissertation 
Chapter I offers an introduction to this project; it includes a concise overview of the 
topic, the problem at hand, the purpose of the study, and its significance in the field. This chapter 
also introduces the researcher, previews the research questions, identifies assumptions, 
limitations, and delimitations, as well as establishes a working definition of terms. Chapter II 
includes a literature review on optimism, optimism training interventions, existing measures, and 
The Life is Good Playmakers. Chapter III explores the methodological fit and the rationale for 
the utilization of a mixed-method approach. This chapter also presents study limitations, the plan 
to counter those limitations where possible, and concludes with an explanation of ethical 
considerations. Chapter IV presents the findings from data collection and interviews. Chapter V 




Chapter II: Literature Review 
“No pessimist ever discovered the secrets of the stars, or sailed to an uncharted land, or opened 
a new heaven to the human spirit” (Helen Keller, 1903). 
 Research has indicated that optimism has a positive impact on both physical and 
psychological health (Carver et al., 2010; Conversano et al., 2010; Rasmussen et al., 2009). 
Initial research on optimism at work has indicated positive benefits to both the individual 
employees and organizational culture (Luthans & Avolio, 2009). There is room for additional 
research that explores factors of optimism in the workplace and the benefits of specific optimism 
training. The Life is Good Playmakers have designed an optimism training that has had an 
anecdotally positive impact on schools and social services organizations, but it has not been 
tested for corporate clients. The Playmakers have participated in a few studies on the 
effectiveness of their interventions with children who have experienced trauma and they have 
received positive results on the impact of their work with children (Cornelli Sanderson, 2010; 
Cornelli Sanderson et al., 2016). Partner organizations that have implemented the Playmaker 
approach in their program have also reported a positive impact in their organizations. 
Organizations have reported that staff have reduced levels of professional burnout and an 
increased sense of efficacy in their work. Staff and students appear more joyful, and staff are 
finding new ways to innovate in their classrooms. There is room for researching the effectiveness 
of the Playmaker training on organizational culture and the benefits of optimism for employees 
in a corporate environment. The first step toward that will be developing and validating a tool to 
measure an employee’s personal experience of optimism at work, optimistic leadership, and an 
organization’s potential for cultivating optimism in the workplace. 
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This chapter serves as a synthesis of the literature relevant to the Life is Good 
Playmakers, optimism, relevant training interventions, and related measures. It begins with a 
review of literature related to optimism and provides a brief history of the study of optimism, the 
various definitions for optimism, the different types of optimism, the benefits, and disadvantages 
of optimism. This chapter will then explore relevant training interventions, followed by related 
measures of optimism and ending with a review of the Life is Good Playmakers history and the 
philosophy of their work.  
Optimism 
 Optimism is a concept as old as time. The man who discovered fire must have been an 
optimist. A pessimist would not have spent time banging rocks together, hoping to recreate 
sparks. Carver and Scheier (2014) explain, “optimism versus pessimism has roots both in folk 
wisdom and over a century of expectancy-incentive motive theories” (p. 1). German philosopher 
Leibniz (1710/1952) presented optimism as the idea that we live in the best of all possible 
worlds. Optimism has been depicted in literature like Voltaire’s Candide and Sewell’s 
Pollyanna. Arguably the best depiction of optimism was in the Rogue One: A Star Wars Story 
when the rebels are debating whether they should go up against Darth Vader’s crew. The rebel 
forces were depleted, and it was unlikely they would win. Jyn Erso reminds the forces, 
“Rebellions are built on hope” (Edwards, 2016). A reminder that even though the outlook looked 
bleak, they would lose without optimism.  
This section will review the various definitions of optimism, the benefits and risks of 
optimism, as well as exploring workplace optimism research. The section will conclude with 
what optimism looks like for the Life is Good Playmakers and the definition of optimism that 
will be used for this study.  
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Defining Optimism  
Optimism is the intersection of hope and the belief that we exist in the best possible 
world (Leibniz, 1710). Peterson (2000) described optimism as “both motivated and motivating,” 
he explains it has both “defensive aspects as well as ego-enhancing ones” (p. 45). Generally, 
definitions of optimism fall into one of three categories: trait, state, or bias. Although researchers 
might use different terms, optimism tends to fall into one of these three types (Table 2.1). 
Optimism has been thought of as a personality trait, as a way of thinking, as a bias that 
influences decision-making; as part of a continuum, it can be realistic or not, or as a skill that can 
be learned (Carver et al., 2010; Conversano et al., 2010; Scheier & Carver, 1985; Seligman, 
2006; Weinstein, 1980).  
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Table 2.1  
Types of Optimism 
Type Definition Core Type Citation 
Dispositional 
Optimism 
Positive expectations for future 
events. 
 
Trait Scheier & Carver, 1985 
Explanatory Style 
The way a person describes life 
events. 
 
State Peterson et al., 1982 
Unrealistic Optimism 
A person’s likelihood to 
overestimate the good and 







A person’s belief that their risk 
is below average, regardless if 
the assessment is correct. 
 
Bias Radcliffe & Klein, 2002 
Situational Optimism 
Positive expectations in 
specific contexts 
 
State Armor & Taylor, 1998 
Strategic Optimism 
A strategy where individuals 
actively avoid thinking about 
possible negative outcomes. 
 
State Norem, 2000 
Realistic Optimism 
A person’s ability to stay 
positive and focus on the 
favorable aspects of reality. 
State Schneider, 2001 
Note. This table provides definitions for each type of optimism reviewed in this chapter.  
The first type, dispositional optimism, refers to a person’s positive expectations for future 
events (Scheier & Carver, 1985). The second is explanatory style, or how a person explains good 
or bad news (Buchanan & Seligman, 1995; Peterson & Seligman, 1984). These two theoretical 
mechanisms of optimism have been primarily explored separately; psychologists either view 
optimism as state or trait, but rarely as both (Urzúa et al., 2016). The third type, optimistic bias, 
is a person’s perception of future events in favor of themselves. Weinstein (1980) explains that 
people “exaggerate the likelihood of events the anticipation of which produces positive affect 
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and underestimate the likelihood of events, the anticipation of which produces negative affect” 
(807). This next section will explore these three core types of optimism.  
Trait Optimism. Early optimism research focused on optimism as a trait, also known as 
dispositional optimism (Kluemper et al., 2009). Dispositional optimism focuses on future 
expectations and is considered a protective factor when facing adversity (Andersson, 1996; 
Scheier & Carver, 1985). Many scholars identify optimism as a trait, and research has focused 
mainly on trait-based optimism (Kluemper et al., 2009). Tiger’s (1979) trait-based definition of 
optimism is future-facing: “a mood or attitude associated with an expectation about the social or 
material future–one which the evaluator regards as socially desirable, to his advantage, or his 
pleasure” (p.18). Dispositional optimism has its roots in expectancy-value theory, the theory that 
“behavior reflects the pursuit of goals: desired states or actions” (Carver et al., 2010). In 
expectancy-value theory, the importance of a goal is correlated with the strength of the goal’s 
value. (Austin & Vancouver, 1996; Carver & Scheier, 1998; Higgins, 2006) The more a person 
believes in a goal, the more likely the person is to attain it.  
State Optimism. Other scholars view optimism as a state. This mechanism is known as 
optimistic explanatory style or how a person explains good or bad news (Buchanan & Seligman, 
1995; Peterson & Seligman, 1984). Explanatory style, also known as attributional style, is 
measured by how a person describes scenarios (Ciarrochi et al., 2007; Dykema et al., 1996; 
Hewitt et al., 2004; Smith et al., 2013). Explanatory style and dispositional optimism are 
distinctly different. Explanatory style, or as Seligman (2006) dubs it “Learned Optimism,” stems 
from a reverse form of “learned helplessness” (Abramson et al., 1978; Peterson & Seligman, 
1984). Explanations have three dimensions: global/specific, stable/unstable, and internal/external 
(Seligman & Schulman, 1986; Schulman 1999). An optimist usually attributes good events to 
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specific, stable, and internal causes and bad events to global, unstable, and external causes, a 
pessimist is usually just the opposite (Seligman, 2006). When things go wrong, an optimist might 
say, “it’s out of my control,” and a pessimist would say, “it’s all my fault.” State optimism is 
often viewed as a learnable behavior (Alloy et al., 2006; Peterson & Seligman, 1984). 
Optimism Bias. Optimism bias occurs when people overestimate the probability of a 
positive outcome and underestimate the likelihood of a negative outcome (Irwin, 1953; 
Weinstein, 1980). In general, most people experience optimism bias. Weinstein (1980) explored 
optimism bias in college students; he evaluated the extent of a person’s optimistic bias through 
two comparative design studies. In the first study, he evaluated college students’ estimation of 
their chances of experiencing future life events. In the second study, he had participants create 
written lists of factors that influence the likelihood (both positively and negatively) of specific 
events that would happen to them. The results of both studies indicated that individuals were 
more likely to rate their chances above average for positive events and below average for 
negative events.  
The Benefits of Optimism 
Not only does optimism have workplace benefits, but research has also shown that there 
are many physical and psychological benefits to optimism. Carver et al. (2010) explain, “a large 
and growing literature indicates that people who dispositionally [sic] hold positive expectations 
for the future respond to difficulty and adversity in more adaptive ways than people who hold 
negative expectations. Furthermore, optimism is likely to confer benefits in both intrapersonal 
and interpersonal domains, even in the absence of stress” (p. 886). Research indicates that 
optimism has socioeconomic, psychological, and health benefits.  
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The Socioeconomic and Social Impact of Optimism. A small sampling of studies has 
shown correlations between optimism and socioeconomic impact (Carver et al., 2010). Nes et al. 
(2009) found that first-year college students who displayed dispositional optimism were 
significantly more likely to return the second year. Pessimists were twice as likely to drop out 
over the very optimistic. Segerstrom (2007) studied former law students and found that optimism 
was correlated with higher income ten years later. Optimists also experience social benefits. 
Brissette et al. (2002) found that first-year college optimists had a more substantial increase in 
their social networks than pessimists in the first two weeks of classes. Segerstrom (2007) found 
that social networks and optimism may be mutually-reinforcing; an increased social network was 
related to increased optimism over 10 years. People also tend to like optimists better; they tend to 
find experiences with optimists positive, and they are more likely to accept someone with a 
positive point of view (Carver et al., 1994; Helweg-Larson et al., 2002: Räikkönen et al., 1999).  
Psychological Benefits of Optimism. Scheier and Carver (1992) found half a dozen 
studies on dispositional optimism and subjective well-being; there are over 500 studies on the 
subject today. Research indicates that optimism is positively correlated with improved coping, 
and inversely correlated with suicide and depressive symptoms (Andersson, 1996; Aspinwall & 
Taylor, 1992; Brissette et al., 2002; Chang & Sanna, 2001; Hart et al., 2008; Hirsch et al., 2007; 
Nes & Segerstrom, 2006). 
Nes and Segerstrom (2006) conducted a meta-analytic review of 50 studies on the effects 
of optimism on coping; they found that optimism improves a person’s ability to cope. The  
meta-analysis explored four categories of coping: problem approach, problem avoidance, 
emotion approach, and emotion avoidance. Problem approach is the situation where a person 
encounters a challenge and confronts it. In problem avoidance, the person will try to ignore the 
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challenge or deflect from it. In emotion approach, the person will allow themselves to experience 
their feelings, and in emotion avoidance, the person will ignore or deflect their feelings.  
Of the 50 studies Nes and Segerstrom (2006) examined, all of the effect sizes were in the 
expected direction and statistically significant. “Optimism was positively correlated with 
problem approach (r = .17) and emotion approach (r = .13) coping, but negatively correlated 
with problem avoidance (r = -.29) and emotion avoidance (r = -.21) coping” (Nes & Segerstrom, 
2006, p. 245). Overall, optimists were more likely to approach problems and emotions when 
coping as opposed to avoiding. Brissette et al. (2002) examined optimism in first-year college 
students and found that greater optimism was correlated with the use of coping strategies and 
less utilization of denial and disengagement.  
Optimism has been inversely correlated with depressive symptoms (Carver & Gaines, 
1987; Chang & Sanna, 2001; Hart et al., 2008; Wilson et al., 2018). Using the Life Orientation 
Test developed by Scheier and Carver (1985) and the Beck Depression Inventory (BDI), Carver 
and Gaines (1987) studied the onset of postpartum depression; they found an inverse correlation 
between optimism in the initial evaluation and depression three weeks post-partum. Optimism in 
caregivers also predicted less incidence of depression (Hooker et al., 1992; Shifren & Hooker, 
1995; Willis et al., 2016). In their study, Willis et al. (2016) found that optimism was positively 
correlated with coping and inversely correlated with depressive symptoms for mothers of 
children with Autism Spectrum Disorders. Hirsch et al. (2007) determined that optimism was 
negatively correlated with suicidal ideations.  
Happiness. One of the many benefits of optimism is increased happiness (Chang 2002; 
Daukantaitė & Zukauskiene, 2012). Happiness, or subjective well-being, “includes the 
experience of joy, contentment, or positive well-being, combined with a sense that one's life is 
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good, meaningful, and worthwhile (Lyubormirsky, 2001). Although happiness is strongly 
correlated with optimism, they are not the same. Happiness is a subjective state; it remains 
relatively consistent across time and circumstance (Costa et al., 1987; Diener, 1984; Diener, 
1994; Diener & Lucas, 1999; Sandvik et al., 1993). Conversely, optimism is a perspective; it is 
how someone thinks about future events. There is an abundance of research on happiness and 
even happiness in the workplace. Considering there is a distinct difference between the two, this 
section will be a shallow dive into the available literature. 
Happiness is thought to be a mix of nature, nurture, and current circumstance. A person’s 
set level of happiness is determined by a fixed or stable point consistent with other studies as 
their genetic predisposition (Lyubomirsky et al., 2005). The setpoint accounts for 50% of a 
person’s happiness, the remainder is made up of intentional activity (40%), and 10% 
circumstances (Figure 2.1). Several studies have suggested that genetics or your set point 
accounts for about 50% of happiness (Braungart et al., 1992; Lykken & Tellegen, 1996; Tellegen 
et al., 1988), while others suggest that circumstances make up 10% (Argyle, 1999; Diener & 











Figure 2.1  
Determinants of Happiness 
 
Note. Lyubomirsky et al., 2005, used with permission. 
Sheldon and Lyubomirsky (2019) did return to this model, and while they stand by their 
initial research, they have expounded on their findings. The sustainable happiness model 
presented here was an important foundation for happiness research, but additional research has 
shown that increasing happiness can be a more nuanced and rigorous journey than what is 
presented in this model (Sheldon & Lyubomirsky, 2019). This model helps to provide a basic 
starting framework for understanding the pursuit of happiness.  
Increasing a person’s happiness is more than just intentional activities; a person cannot 
just simply practice happiness increasing activities; they must do so with intention. Lyubomirsky 
et al. (2011) explain, “Expressing gratitude and optimism did not generally increase well-being 
unless a person was truly cognizant of the exercises’ purposes and motivated to improve his or 
her happiness. Second, effortful pursuit of happiness activities was found to be important to 
improving and maintaining well-being” (p. 400). In the words of Steve Gross (2019), “it’s not 
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what you do; it’s how and why you do everything that you do.” Increasing one’s happiness is not 
easy, but it is possible.  
Physiological Benefits of Optimism. Optimism’s impact on physical health has been 
studied in many ways; cardiovascular health, physiological markers, immune function, cancer, 
pain, pregnancy outcomes, mortality, survival, and illness (Boehm & Kubzansky, 2012; Carver 
et al., 2010; Rasmussen et al., 2009). Rasmussen et al. (2009) conducted a meta-analysis on 84 
studies that explored the relationship between optimism and physical health; they concluded that 
“optimism is a significant predictor of physical health” (p. 246). Interestingly, but perhaps not 
surprisingly, the mean effect size for subjective measures of health (self-reports) were higher 
than objective measures. Essentially optimism might make people more likely to report that they 
are doing better. Although subjective measures were more elevated, Rasmussen et al. (2009) still 
found that effect size for objective measures were statistically significant. Lee et al. (2019) found 
that optimism was correlated with longevity. They investigated two epidemiological cohorts of 
men and women and found that even after adjusting for health and socioeconomic status, 
optimists lived 11–15% longer on average. Optimism is associated with healthier behaviors and 
predicts health outcomes.  
Optimism and the Heart. The connection between cardiovascular health and optimism or 
more broadly positive psychological well-being is probably one of the most extensively explored 
concepts (Boehm & Kubzansky, 2012; Rasmussen et al., 2009). Boehm and Kubzansky (2012) 
explain that positive psychological well-being “reflects the positive feelings, cognitions, and 
strategies of individuals who function well in their life and evaluate their life favorably” (p. 656). 
Boehm and Kubzansky’s (2012) review of positive psychological well-being and cardiovascular 
health included eudemonic well-being (purpose and meaning), hedonic well-being (happiness) 
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and optimism, and other measures of well-being. Optimism was found to be associated with 
reduced risk of cardiovascular disease and coronary heart disease (Boehm & Kubzansky, 2012). 
In their study of elderly Dutch men and women, Giltay et al. (2012) found a “strong and 
consistent association between dispositional optimism and an about 50% lower risk of 
cardiovascular mortality in elderly men” (p. 433). Raïkkönen et al. (1999) examined optimism, 
pessimism, and blood pressure. They found that pessimists on average had significantly higher 
diastolic and systolic blood pressure than optimists; they were able to replicate the pattern with 
the optimism subscale but not with the pessimism subscale.  
 Optimism and Cancer. Optimism is often purported to be important in the treatment of 
cancer; however, the majority of research on optimism and cancer outcomes is not all positive 
(Mazanec et al., 2010; Schofield et al., 2004). There are certainly some benefits to optimism for 
cancer patients; optimism has been significantly correlated with a lower incidence of depression 
and fewer cancer-related health worries in cancer patients (Deimling et al., 2006; Wilson et al., 
2018). Friedman et al. (2006) found that optimism influenced health-related quality of life for 
people with breast cancer. One study also did find that optimism was an indicator of better 
prognosis of patients with lung cancer (Novotny et al., 2010). Schofield (2004) found the 
opposite: that there was no association between optimism and survival, but there was a small but 
significant decrease in optimism post-cancer treatment. Ingersoll et al. (2019) found that 
increased optimism in cancer patients led to an overprediction of survivability rates by clinicians. 
Optimism is not a cure for cancer, and there is conflicting evidence about the benefits of 
optimism for cancer treatment.  
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The Dark Side of Optimism 
The research shows that generally, being optimistic is a positive thing; however, not all 
views of optimism are positive. Voltaire (1759/2005) ridiculed Leibniz’s optimism in Candide. 
Voltaire wrote that optimism “is the obstinacy of maintaining that everything is best when it is 
worst” (p. 58). Although there are many benefits to optimism, researchers have also found some 
instances where optimism may be problematic (Gibson & Sanbonmatsu, 2004; Segerstrom & 
Nes, 2006). For example, people may overestimate their likelihood of success betting on a new 
company in the stock market or underestimate their risk of injury when engaging in dangerous 
activities, like free climbing. Hmieleski & Baron (2009) found that high levels of optimism in 
inexperienced entrepreneurs negatively influence new venture performance. The 2017 Fyre 
Festival and its founder Billy McFarland may have been the perfect example of Voltaire’s slant 
at optimism. In 2019, there were two documentaries released on Netflix and Hulu about the Fyre 
Festival and founder Billy McFarland. The Fyre Festival was supposed to be an amazing and 
immersive music festival where people paid $12,000 for the exclusive VIP packages; day tickets 
were $500 apiece. However, when festivalgoers arrived, they encountered a nightmare of the 
half-finished campsites and not enough food, water, or toilets for anyone around (Wamsley, 
2017). In the documentaries, Billy McFarland is portrayed as the eternal optimist; when his 
employees and fellow producers are telling him there is trouble ahead, he dismisses them and 
does not want to hear from them. There is a strong possibility that some of McFarland’s behavior 
was not optimistic at all, it could have been greed, or stupidity, or something more sinister. His 
behavior was labeled as optimistic within the documentary, but at times does not fit this study’s 
criteria for optimism, which includes the ability to recognize and embrace challenges as they 
arise. McFarland is a real-world example of what people perceive to be optimism at its worst. 
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Portraying this behavior as optimism is problematic and it deters from our ability to understand 
and embrace the power of optimism at its best.  
The Playmakers’ Definition of Optimism 
The Life is Good Playmakers define optimism as a person’s ability to see the good in 
themselves, in others, and in the world, regardless of the circumstances. This definition aligns 
with both types of optimism–dispositional and explanatory style. When a person can see the 
good in themselves, others, and in the world, they naturally hold positive expectations of the 
future, and they also tend to exhibit an optimistic explanatory style. Although they do not state it 
explicitly, the Playmakers have a clear alignment with explanatory style; they train people to be 
optimists by rephrasing their thinking and enhancing the good in every part of their lives.  
Optimism at Work 
There has been limited research on the impact of optimism in the workplace, despite the 
positive buzz. There have only been a few studies on developing explanatory style, Seligman’s 
optimism, through training interventions (Smith et al., 2013). Interestingly, some of the most 
popular books on work motivation are not backed by theoretical research (Luthans, 2002b). 
However, existing research makes a compelling case for increasing optimism in the workplace. 
Kluemper et al. (2009) stated, “Simply by increasing employees’ optimism, managers may see 
increases in their commitment to the organization and satisfaction with the job as well as 
increased job performance and citizenship behavior.” It is more than just hiring optimistic 
people; creating a culture of optimism is essential and the state of the workplace makes the 
difference. Optimists are more likely to generate new ideas due to their positive expectations for 
success (Sameer, 2018). West et al. (2009) found that optimism is “the most functional team 
level [Positive Organizational Behavior] capacity for newly formed teams” (p. 262). Optimism is 
33 
 
positively correlated to individual, organizational citizenship behavior, and negatively correlated 
to organizational cynicism, intentions, and counterproductive workplace behavior (Avey et al., 
2009). For reference, organizational citizenship behaviors are the extraneous behaviors that 
employees engage in that “supports the social and psychological environment in which task 
performance takes place” (Organ, 1997, p. 95). In other words, optimists support a more 
enjoyable work environment and are less likely to quit on you.  
 Few studies have explored optimism at work. Munyon et al. (2010) explored optimism’s 
ability to influence the relationship between organizational citizenship behaviors and job 
performance; they proposed that “for individuals high in optimism, organizational citizenship 
behaviors and job satisfaction will be positively and linearly related, and for individuals low in 
optimism, organizational citizenship behaviors and job satisfaction will be nonlinearly related, 
assuming an inverted U-shaped form” (p. 1512). Munyon et al. (2010) utilized Scheier et al.’s 
(1994) six-item optimism scale, Smith et al.’s (1983) six-item organizational citizenship 
behavior scale, and Brayfield and Rothe’s (1951) five-item subscale on job satisfaction, to 
measure optimism’s ability to moderate the relationship between organizational citizenship 
behavior and job performance. The survey was administered across three samples, employees at 
a municipal agency, an education-based municipality in the southwestern United States, and  
full-time working adults.  
In the first sample of 171 employees at a municipal agency, positive affect (β = .15, p < 
.01), organizational citizenship behavior (β = .11, p <.01), and optimism (β = .26, p <.01) 
predicted job satisfaction. The results in this sample also indicated a significant relationship 
between organizational citizenship behavior and optimism (β = .11, p < .01). In the second 
sample of 333 employees at an education-based municipality, positive affect (β = .09, p <.01), 
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linear (β = .11, p < .01) organizational citizenship behavior (β = .08, p < .05), and optimism (β = 
.29, p < .01) also predicted job satisfaction. The organizational citizenship behavior and 
optimism relationship was also significant (β = .15, p < .01). The final sample of 750 working 
adults had similar outcomes; positive affect (β = .45, p < .01), linear (β = .21, p < .01) and 
nonlinear organizational citizenship behavior (β = –.10, p < .01), and optimism (β = .17, p < .01) 
predicted job satisfaction. Munyon et al. (2010) reported that “In the final step, the nonlinear 
citizenship × optimism interaction explained incremental job satisfaction variance (β = .32, p < 
.01, ΔR2= .04)” (p. 1518). In all three samples, optimism had a significant relationship with 
organizational citizenship behaviors and job satisfaction. The study, as with all studies, was not 
without limitations; they utilized self-reported data and they were not able to control for all 
known variables such as the nature of the work and pay.  
Seligman (2007) has linked optimism to positive outcomes. Optimists benefit from good 
morale, effective problem solving, academic, political, and occupational success. They also 
benefit from happiness, achievement, good health, and long life. A study of optimism in life 
insurance salespeople by Seligman and Schulman (1986) found that optimistic salespeople sold 
35% more policies than pessimists and that optimists were less likely to quit by the end of their 
first year. Seligman (1998) stated that “optimists can make the difference between getting the job 
done well or poorly or not at all” (p. 255). According to Medlin et al. (2010), optimistic 
subculture and workplace optimism positively impacts individual performance. Their findings 
suggest that an optimistic subculture affects goal setting, which, in partnership with workplace 
optimism, affects individual performance, suggesting that creating a culture of optimism in 
conjunction with clear goal setting may improve workplace and individual performance. 
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Optimism has been highlighted as an essential leadership skill. Parachin (2010) stated, 
“Leaders approach even the most formidable tasks with total optimism. True leaders are 
incurable optimists” (para. 5). Like what seems to be most theories surrounding optimism, this 
optimism as a leadership skill is mentioned in practice journals but appears to be missing further 
support in research. Research has linked optimism to transformational leadership (Ashkanasy & 
Tse, 2000; Chen et al., 2015; Gooty et al., 2009). Ashkanasy and Tse (2000) found optimism to 
be embedded in transformational leadership. In their 2015 study, Chen et al. (2015) found that 
transformational leadership behaviors are positively related to optimism, optimism is positively 
related to employee performance, and that optimism mediates the relationship between 
transformational leadership behaviors and employee performance (p. 178). Put simply, optimism 
used by transformational leaders may lead to improved employee performance.  
Positive Organizational Behavior. Probably the biggest selection of research on 
optimism at work comes from the Positive Organizational Behavior field. Luthans (2002b) 
defines Positive Organizational Behavior as “the study and application of positively oriented 
human resource strengths and psychological capacities that can be measured, developed, and 
effectively managed for performance improvement in today’s workplace” (p. 59). Positive 
Organizational Behavior is a subfield of positive psychology, a field that has also increased in 
popularity since 1998. Seligman and Csikszentmihalyi (2000) proposed that the purpose of 
positive psychology “is to begin to catalyze a change in the focus of psychology from 
preoccupation only with repairing the worst things in life to also building positive qualities” (p. 
5). Seligman introduced positive psychology as the theme for his term as President of the 
American Psychological Association based on Maslow’s (1954) chapter “Toward a Positive 
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Psychology” (Wallis, 2005; Wright, 2003). Positive Organizational Behavior is positive 
psychology at work and primarily focuses on performance impact (Luthans & Youssef, 2012). 
Positive Organizational Behavior owes its roots to studies at the Hawthorne Works of the 
Western Electric company that found that productivity cannot be influenced by improving work 
conditions alone (Herzberg et al., 1959; Luthans & Youssef, 2012; Roethlisberger & Dickson, 
1939). Luthans and Youssef (2012) explained, “a positive approach to managing human 
resources seemed necessary for attaining desired attitudes and performance impact” (p. 3). 
Luthans (2002b) introduced the need for Positive Organizational Behavior after he discovered 
there were 365,000 articles on “delusions, deficiency, and dysfunctions of human behavior” and 
only 1,000 on positive psychological concepts (p. 697). There are four capacities essential to 
Positive Organizational Behavior: hope, efficacy, resiliency, and optimism (Luthans, 2002b; 
Luthans et al., 2007b; Luthans & Youssef, 2012). These four capacities are essential dimensions 
of Psychological Capital, which will be explored in the training interventions section.  
Organizational Culture 
Organizational culture has been studied for decades. Similar to the broader term culture, 
organizational culture is a shared set of beliefs, values, and norms in the workplace (Belias & 
Koustelios, 2014; Cole et al., 2014; Leroch, 2014; Ng & Ng, 2014). Organizational culture 
impacts employee engagement, job satisfaction, and productivity (White, 2018). While many 
organizations strive to create a thriving workplace, there are many inhibitors to this, as 
documented in the literature, including toxic workplaces, job stress, and burnout. Toxic 
workplaces have a negative impact on organizational culture. A toxic workplace is a work 
environment that is rife with negative interpersonal behaviors (Anjum & Ming, 2017; Pierce & 
Balasubramanian, 2015). Job stress can also negatively impact organizational culture. Colligan 
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and Higgins (2006) define job stress as “the change in one’s physical or mental state in response 
to the workplace that poses a clear challenge or threat to that employee’s wellbeing” (Colligan 
and Higgins, 2006, p. 90). A positive organizational culture has limited negative interpersonal 
behavior. A positive organizational culture is essential to fostering optimistic, satisfied, 
committed, and productive employees.  
Job Satisfaction  
Belias and Koustelios (2014) affirm that “job satisfaction can be not only influenced but 
also predicted by employees’ perceptions of organizational culture, especially leadership and 
social support” (p. 143). Many researchers assert that job satisfaction is an employee’s affect or 
attitude toward their work (Cranny et al., 1992; Locke, 1969; Weiss, 2002). Weiss (2002) defines 
job satisfaction as ‘‘a positive (or negative) evaluative judgment one makes about one’s job or 
job situation’’ (p. 175). A person who is experiencing high levels of job satisfaction may say, “I 
love my job.” Job satisfaction has internal and external subdimensions. The internal satisfaction 
dimension consists of approval, success, recognition, job tasks, and responsibilities as well as 
commitment to the mission. The external satisfaction dimension includes environmental factors 
(e.g., physical work environment, work conditions, and pay) and relationship factors (e.g., 
management, supervision style, and policy management) (Aslan & Yildrim, 2017). Highly 
optimistic individuals engage in high levels of organizational citizenship behaviors and 
experience high job satisfaction (Munyon et al., 2010). Creating a culture of positivity is 
essential for influencing job satisfaction. 
Organizational Commitment 
A person’s job satisfaction may affect someone’s commitment to an organization, but job 
satisfaction is just one factor of commitment. Organizational commitment is a person’s loyalty 
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and affection to the company they work for (Brooke et al., 1988; Christian et al., 2011; Mowday, 
1998). In other words, organizational commitment is a person’s willingness to stay, their pride in 
their organization, and their happiness to be there. There are three types of organizational 
commitment: affective commitment, continuance commitment, and normative commitment 
(Table 2.2). Affective commitment is an employee’s emotional attachment to an organization.  
Table 2.2 
Types of Organizational Commitment 
Type Description 
Affective Commitment An employee’s affection and emotional attachment to an 
organization. An employee’s affective commitment has to do 
with their identification and involvement in the organization 
(Meyer & Allen, 1991).  
 
Continuance Commitment An employee’s determination to stay at an organization because 
the cost of leaving would be higher than the cost of staying. 
(Meyer & Allen, 1991) 
  
Normative Commitment An employee’s feelings of obligation to an organization. 
Normative commitment can be a result of rewards provided by 
the organization or familial or cultural pressures (Meyer & 
Allen, 1991). 
  
Note. This table explains the three types of commitments defined in Meyer and Allen (1991).  
People tend to stay at an organization because they like the organization and mission or 
their coworkers. They remain because leaving would be more detrimental to their lives than 
staying, or they stay because they have a sense of obligation to the organization. Organizations 
with positive workplace culture impact commitment (Laschinger et al., 2014). Positive 





 Productivity is becoming more challenging to measure in the conceptual age, where the 
knowledge worker thrives (Pink, 2006). In the age of industry, productivity could be easily 
measured by output. A worker’s productivity could be based on the number of insurance policies 
they sold, or parts they assembled, or words they edited (Seligman & Schulman, 1986). In this 
new age, worker productivity is becoming more elusive to quantify. Productivity has no 
operational definition due to its contextual nature of measurement (Anjum & Ming, 2018; Khan 
et al., 2016). Despite its elusive nature, productivity is vital for organizational survival, and 
organizations are continually looking for ways to improve productivity (Anjum & Ming, 2018; 
Dobbs & Hamilton, 2007; Hamilton, 2012, Wang et al., 2007). There have been a few studies on 
optimism and productivity. Arakawa and Greenberg (2007) found that optimistic managers 
impact productivity on their teams. Positive workplace culture and optimism are essential for 
increasing employee productivity. 
Burnout 
Benefits of positive workplace culture and optimism include increased productivity, 
organizational commitment, job satisfaction, and decreased burnout. When employees 
experience burnout, they are less likely to be engaged and committed to their work. Burnout is 
defined by Maslach et al. (2001) as “a prolonged response to chronic job stressors” (p. 405). 
Research on burnout began in the mid-70s, in caregiving and service occupations, and over the 
last three decades has been researched across disciplines (Maslach et al., 2001). Burnout and job 
satisfaction are highly correlated, so much so they are almost inextricably linked (Maslach & 
Jackson, 1981; Maslach et al., 2001). Employees who experience high levels of burnout also 
demonstrate low levels of engagement, organizational commitment, and job satisfaction 
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(Schaufeli et al., 2002). Burnout may also have lasting impacts on brain chemistry. Golkar et al. 
(2014) used the Maslach Burnout Inventory–General Survey (MBI-GS) along with other 
psychological measurements and scanned the brains of 110 participants; they found that 
individuals experiencing burnout experienced altered neural circuits in the brain and impaired 
amygdala functions. In their 1981 study, Maslach and Jackson identified three main factors of 
burnout: exhaustion, depersonalization, and personal accomplishment; the original work focused 
on the health and human services field. In the general workplace, burnout factors are labeled 
exhaustion, cynicism, and professional efficacy. 
Related Training Interventions 
 Optimism and positive workplaces have long been thought to be beneficial by managers 
and academics alike, but there is a lack of research on this phenomenon (Luthans & Youssef, 
2012). There have been a few attempts at increasing optimism or optimism in collaboration with 
other factors in the workplace. Two are most notable. The first is Psychological Capital 
(PsyCap). The second is Learned Optimism. This section will review those training 
interventions. A third related training intervention, The FISH! Philosophy, whose purpose is to 
help employees be more engaged in their workplace, will also be reviewed in this section.  
PsyCap 
 Developing Psychological Capital (PsyCap) in the workplace is a prominent intervention 
for improving hope, efficacy, resilience, and optimism in the workplace. PsyCap is born out of 
Positive Organizational of Behavior. Luthans et al. (2007b) define PsyCap, as an individual’s 
positive psychological state of development that is characterized by: 
(1) having confidence (self-efficacy) to take on and put in the necessary effort to succeed 
at challenging tasks; (2) making a positive attribution (optimism) about succeeding now 
and in the future; (3) persevering toward goals and, when necessary, redirecting paths to 
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goals (hope) in order to succeed; and (4) when beset by problems and adversity, 
sustaining, and bouncing back and even beyond (resiliency) to attain success. (p. 3)  
 
To develop PsyCap, Luthans et al. (2004) utilized existing research interventions and techniques 
in each domain (Table 2.3).  
Table 2.3 
Integrated PsyCap Interventions 
Domain Components Citations 
Hope Set and clarify goals; use Snyder’s (2000) “stepping method” to 
create small steps; develop contingency plans; acknowledge 
enjoyment of the tasks; persevere when obstacles arise; know when 





Efficacy Gain mastery experiences; learn vicariously by observing and 
modeling others; persuade others that they have what it takes; keep 
your mind and body healthy. 
 
Bandura, 1997 
Resilience Avoid negative thinking; evaluate the accuracy of beliefs and search 
for solutions; keep calm and carry on under pressure. 
 
Reivich & Shatte, 
2002 
Optimism When self-defeating beliefs arise, identify them, test their accuracy, 
discount, and replace them with constructive and accurate beliefs.  
Schulman, 1999 
Note. This table explains the elements of PsyCap from Luthans et al. 2007a. 
Luthans et al. (2007) developed a micro-intervention for developing PsyCap in individuals. The 
one to three-hour training session consists of:  
• coaching participants to gain hope through goal setting by helping them develop 
valuable goals and sub-goals and identify approach strategies to overcome potential 
barriers;  
• developing an optimistic explanatory style by supporting participants as they plan for 
potential adversities and helping them to practice positive self-talk; 
• developing self-efficacy by engaging in role-simulations that allow success and 
mastery through social persuasion and vicarious learning; and 
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• developing resiliency by reviewing a selection of recent scenarios of challenging 
work events.  
The micro-intervention is designed to build hope, efficacy, resilience, and optimism in 
employees and develop PsyCap. Luthans et al. (2007) explored whether increasing an 
individual’s PsyCap would improve their performance and job satisfaction. Luthans et al. (2007) 
administered a 24-item PsyCap questionnaire to randomly assigned control and experimental 
groups before and following an intervention. The experimental group participated in the PsyCap 
micro-intervention while the control group participated in a non-related Desert Survival guide. 
Luthans et al. (2007) tested two hypotheses:  
• Hypothesis 1: Employees’ level of PsyCap will be positively related to their 
performance and job satisfaction. 
• Hypothesis 2: Employees’ level of PsyCap will have a relatively stronger relationship 
to their performance and job satisfaction than each of the individual facets of hope, 
resilience, optimism, and self-efficacy. (p. 551).  
Full support was found for Hypothesis 1. Overall, Psycap had a “significant positive relationship 
with both performance (r = .33, p < .01 in the manufacturing firm and r = .22, p < .01 in the 
service firm) and satisfaction (r = .32, p < .01 in the manufacturing firm and r = .53, p < .01 in 
the service firm)” (Luthans, 2007, p. 563). A usefulness analysis demonstrated support for 
Hypothesis 2; PsyCap as a whole, had a stronger relationship to performance job satisfaction 
than the individual facets. 
 Preliminary empirical findings have shown that PsyCap supports positive outcomes for 
job satisfaction, performance, and commitment (Larson & Luthans, 2006; Luthans, Avolio, et al., 
2007; Luthans, Norman, et al., 2008). Positive PsyCap is important to improve employee 
43 
 
engagement, develop positive organizational citizenship behavior, and support organizational 
change efforts (Avey et al., 2008; Avey et al., 2006). Positive psychology can be developed 
through micro-interventions and web-based training (Luthans, Avey et al., 2008; Luthans et al., 
2007;). Avey et al. (2009), administered the PsyCap questionnaire to 416 working adults initially 
and one to two weeks later to measure relationships between PsyCap, intentions to quit, 
employee stress, and job search behaviors. They found that PsyCap was inversely correlated to 
stress (β = –.35; p < .01), intentions to quit (β = –.29; p < .01), and job search behaviors (β = –
.20; p < .01). In other words, improved PsyCap is related to reduced intentions to quit, stress, and 
job search behaviors. Luthans et al. (2006) found a 270% ROI through utility analysis. They 
estimated about a $73,919 impact over a year and costs of the training at $20,000 (employee time 
x training cost). This was calculated as $73,919 minus $20,000 divided by $20,000 times 100, or 
about 269.5%. There are potentially some limitations to how they came up with this number, as 
they conducted a utility analysis using data from Forbes and robust assumptions. 
There are similarities between the four domains of PsyCap and the four domains of the 
Playmaker approach. PsyCap includes the domains of hope, efficacy, resilience, and optimism, 
and the Playmaker approach consists of the four domains of joy, engagement, connection, and 
empowerment. 
There are similarities between Playmakers’ empowerment and PsyCap’s efficacy 
domains, as well as Playmakers’ joy and PsyCap’s optimism domain. Cornelli Sanderson et al. 
(2016) describes the Playmaker approach as a resilience-based approach, and they found that 
when childcare professionals implemented the Playmaker approach, they were able to build 
resilience and foster healing, even after horrific disasters like the 2010 earthquake in Haiti. 
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Suffice it to say that although resilience is not included as a domain in the Playmaker approach, 
when implemented, the approach supports both optimism and resilience building.  
The Playmaker approach and PsyCap are also very different. Although each of the four 
PsyCap components has a place in the Playmaker approach, not all of them align directly with 
the Playmaker domains. PsyCap focuses on developing the four domains for each individual, 
while the Playmaker approach focuses on ensuring that each of the four domains is sufficiently 
present in the environment. PsyCap is more of an internal process, and the Playmaker approach 
is more about creating an external environment that allows internal skills to flourish.  
Fish! Philosophy 
 Another approach that is known for increasing positivity and improving organizational 
culture is the Fish! Philosophy. Some unlikely experts in organizational culture inspired the Fish! 
Philosophy, Fishmongers at Seattle’s Pike Place Market (Topper, 2009). Filmmaker John 
Christensen visited Pike Place Market and noticed that amongst the hustle and bustle, there was a 
lot of laughing and shouting and tossing of fish. Customers and employees alike were enjoying 
themselves. Christensen noticed that there were four critical elements of success for the 
Fishmongers: play, make their day, choose your attitude, and be there (Polacyzk, 2017). Inspired 
by the positivity and success of the Fishmongers, he developed a training program that has been 
used across industries, including healthcare, education, banking, and more. Notable 
organizations like Harley Davidson, Citizen’s First Bank, Verizon, and Sprint have employed 
ChartHouse Learning, the organization responsible for teaching the Fish! Philosophy 
(ChartHouse Learning, 2019, Fish! success stories; ChartHouse Learning, 2019, Story of Fish!).  
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 The Fish! Philosophy and the Playmaker approach share some commonalities, but they 
are inherently different. The components of the Fish! Philosophy line up with the elements of 
O’Playsis but there are distinct differences (Table 2.4) 
Table 2.4 





Play Engaging in creative and 
enthusiastic activities that create 
enjoyment (Charthouse Learning, 
2019, Story of Fish!).  
Joy An individual’s enduring sense 
of positivity, hope, and 
fulfillment that are expressed 
through pleasure and exuberance 
(Cornelli Sanderson et al., 2016). 
Make 
Their day 
Engaging in simple ways of serving 
or delighting people in meaningful 
and memorable ways (Charthouse 
Learning, 2019, Story of Fish!) 
 
Connection An individual’s drive for 
cooperative interaction with 
others (Cornelli Sanderson et al., 
2016). 
Be There Being emotionally present for 
others. (Charthouse Learning, 2019, 
Story of Fish!). 
Engagement An individual’s enthusiastic 
focus and overt presence in a 
given activity. (Cornelli 





An individual’s conscious choice to 
choose how they respond to others 
(Charthouse Learning, 2019, Story 
of Fish!). 
Empowerment An individual’s sense of safety, 
competence, and confidence in 
their ability to take effective 
action. (Cornelli Sanderson et 
al., 2016). 
Note. Each element of the Fish Philosophy shares a connection to one or more elements of the 
O’Playsis Model. 
The Play element of the Fish Philosophy aligns with the Joy domain of the O’Playsis 
model. In the Play element, the person should tap into their curiosity and creativity, and they 
should have fun (Charthouse Learning, 2019, Story of Fish). In Joy, a person should feel a sense 
of exuberance and fulfillment (Cornelli Sanderson et al., 2016). Joy has a more profound sense 
of meaning in work than Play, and Play is more about digging into creativity than Joy is. In the 
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Fish Philosophy, Play is an individual element for fostering creativity, where the O’Playsis 
model as a whole fosters creativity, not one element more than another.  
Make their Day aligns with Connection. Make their Day is all about engaging and 
delighting others and creating meaningful and memorable experiences (Charthouse Learning, 
2019, Story of Fish). Connection in the Playmaker approach is all about connecting and 
cooperating with others. Both models promote the importance of connecting with others in a 
meaningful way.  
Be There aligns with Engagement and Connection. Be There is about being emotionally 
present for others and is similar to Engagement, where a person should be focused and present. 
Be There is about presence with others, while Engagement is about an individual’s ability to stay 
present in any activity, whether with others or with your work. Be There also shares 
commonalities with Connection because it is about how you interact with others. 
Choose Your Attitude aligns closest with Empowerment, but they do not share as many 
commonalities as some of the other domains share with the Fish Philosophy. Choose Your 
Attitude is about pausing before responding to others and choosing to be positive (Charthouse 
Learning, 2019, Story of Fish). In some ways, Choose Your Attitude is about creating a safe 
space for others by choosing to be positive and kind. This aligns with Empowerment, which is an 
individual’s sense of safety, competence, and confidence in their ability to take effective action 
(Cornelli Sanderson et al., 2016). In both models, it is crucial to be positive and create a safe 
space for others.  
The Fish! Philosophy and the Playmaker approach align well but are not exact matches. 
There is enough of a difference. In both models, the way a person approaches their work is 
essential to creating a positive environment. The Fish! Philosophy provided strong support that 
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the Playmaker approach could be taught across disciplines and has a place in the corporate 
workspace.  
Learned Optimism 
Learned Optimism is based on the theory of Learned Helplessness. Seligman et al. 
(1968), took three groups of dogs and put them in isolated environments and restrained them in 
harnesses. The first group of dogs were put into the harnesses and then released–they were the 
control group. The second and third groups of dogs were put in harnesses and paired up. They 
shocked both groups of dogs, but the second group could control their shock and their partner’s 
shock with a lever; the third group could do nothing. The third group of dogs experienced 
learned helplessness as there was nothing they could do to escape the shock. In a second 
experiment, they put the dogs in a shuttle-box apparatus (a long box that has a short divider in 
the middle that the dogs can jump). The experimenters shocked the dogs, and the first and second 
groups of dogs quickly learned that they could jump the barrier to escape the shock. Most of the 
third group, however, gave up and laid down passively accepting their shocks. The third set of 
dogs experienced learned helplessness. Animals experience learned helplessness when they’re in 
a seemingly inescapable situation; perhaps they can escape, but in past experiences, they could 
not escape, so they do not even attempt it. Learned helplessness was the starting point for 
discovering explanatory style and developing Learned Optimism (Abramson et al., 1978). 
Learned Optimism is as simple as ABCs: Adversity, Belief, Consequence. Seligman (2006) 
explains, 
when we encounter adversity, we react by thinking about it. Our thoughts rapidly congeal 
into beliefs. These beliefs may be so habitual we don’t even realize we have them unless 





According to this theory, an individual can learn optimism by breaking down events and 
categorizing them as ABC’s; Table 2.5 illustrates the difference between an optimist’s and a 
pessimist’s explanatory style. A person’s ability to adapt their explanatory style to an optimistic 
one is what Seligman calls Learned Optimism.  
Table 2.5 
The ABCs of Learned Optimism 
Sequence Pessimistic Approach Optimistic Approach 
Adversity 
(event) 
Your boss is late for your meeting. 
 
Your boss is late for your meeting. 
Behavior You imagine that they think that you are 
not a good employee and you are not 
worth their time. 
  
You imagine that they were busy with an 
emergency, and you hope they’re okay. 
Consequence You are worried about your relationship 
with your boss. 
 
You don’t think anything of it, and you 
continue to feel good about your 
relationship with your boss. 
Note. This table explains the ABCs of Learned Optimism and was sourced from Seligman 
(2006). 
 Learned Optimism has not been as thoroughly researched as PsyCap. In a recent search 
of all databases through EBSCO, using the terms Learned Optimism and Work, only 51 English 
results came back. Many of the articles were not peer-reviewed or were thought pieces on 
Learned Optimism. Some of the studies were PsyCap studies and were not focused on learned 
helplessness in the workplace or were duplicates of other articles. Learned Optimism has been 
correlated to successful job performance (Seligman, 1999; Seligman & Schulman, 1986). 
Seligman and Schulman (1986) explored the use of explanatory style Learned Optimism 
amongst insurance salesmen at Metropolitan Life. They found that insurance agents who 
engaged scored in the median cutoff for optimistic explanatory style “sold 37% more insurance 
in their first 2 years of service than agents who scored at the bottom half (t = 2.19, p < .02)” and 
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Agents who scored in the Optimism Profile decile for explanatory style “sold 88% more 
insurance in their first two years than those in the bottom decile 10% (t = 2.17, p < .03)” (p. 833).  
 Learned Optimism is different from the Playmaker approach because it only applies to 
one dimension of the Playmaker approach–empowerment. In Learned Optimism, an individual is 
flipping the script on an adverse event and reframing it to be the optimistic explanatory style; this 
is just one element of the Playmaker approach and does not encompass the whole approach. 
Learned Optimism is important and can bolster an individual’s ability to apply the Playmaker 
approach to their work. Learned Optimism, however, cannot replace the Playmaker approach.  
Training Evaluations 
 One of the primary purposes of this dissertation is to revise and validate a tool designed 
to measure an organization’s readiness to cultivate optimism, this tool will eventually be used to 
evaluate the effectiveness of the Life is Good Playmakers training. This section will briefly 
review the most relevant training evaluation model. There are several types of training 
evaluations, including the Kirkpatrick Model, Brinkerhoff’s Success Case Method, The Phillips 
ROI Model, Kaufman’s Five Levels of Evaluation, and Anderson’s Model of Learning 
Evaluation. Each of these models has its purpose in the training realm, but for the Life is Good 
Playmaker, the most relevant is the Kirkpatrick Model. When the Playmakers develop new 
training, they do so with the Kirkpatrick Model in mind. 
The Kirkpatrick Model of training evaluation was designed by Dr. Don Kirkpatrick; his 
son, Jim Kirkpatrick and Jim’s wife, Wendy Kirkpatrick, have since continued his legacy 
(Kirkpatrick & Kirkpatrick, 2016). The four levels include reaction, learning, behavior, and 
results (Table 2.6). Reaching the fourth level is the most desired because it allows a training 




The Kirkpatrick Levels 
Level Description 
Level 1: Reaction The degree to which participants find the training favorable, engaging, and 
relevant to their jobs.  
 
Level 2: Learning The degree to which participants acquire the intended knowledge, skills, 
attitude, confidence, and commitment based on their participation in the 
training.  
 
Level 3: Behavior The degree to which participants apply what they learned during training 
when they are back on the job.  
 
Level 4: Results The degree to which targeted outcomes occur as a result of the training and 
the support and accountability package. 
 
Note. Adapted from Kirkpatrick & Kirkpatrick (2016).  
The Playmakers’ training intends to impact the results of its organizational partners. 
Many training organizations ignore the third and fourth levels because they are expensive and 
difficult to evaluate (Duke, 2017; Kirkpatrick & Kirkpatrick, 2016). Measuring reaction and 
learning are easier to assess because they can be measured through simple satisfaction surveys 
and learning assessments. Duke (2017) recommends using more than a smile sheet, or the 
number of smiles counted at the end of an evaluation. The content of the evaluation should 
measure whether participants found the course enjoyable, engaging, and relevant (Kirkpatrick & 
Kirkpatrick, 2006; Kirkpatrick & Kirkpatrick, 2016). Learning assessments should evaluate the 
knowledge obtained in the workshop. It is recommended to conduct a pre-and post-test to 
ascertain whether knowledge was attained from the workshop (Kirkpatrick & Kirkpatrick, 2006). 




Kirkpatrick Level 2 Learning Components  
Component Description 
Knowledge The degree to which the participants know the information. 
 
Skill The degree to which the participant can perform the taught task. 
  
Attitude The degree to which the participants believe it is worthwhile to implement the 
learning.  
 
Confidence The degree to which the participant feels they can demonstrate the skill. 
 
Commitment The degree to which the participant intends to apply the learning and skills to 
their work.  
Note. Adapted from Kirkpatrick & Kirkpatrick (2016). 
Assessing changes in behavior is much more challenging to evaluate, and many 
organizations forgo this level due to time and cost constraints. Behavior change not only requires 
the appropriate use of training techniques from the training leaders but also a commitment from 
the organization. According to Brinkerhoff (2006), an organization can experience as much as 
85% on the job application if it reinforces the skills learned through accountability and support; 
if they fail to support the training, they will likely only experience a 15% success rate. To ensure 
a behavior change, organizations need to implement required drivers, systems, and processes that 
help to encourage and reward implementation of behaviors (Kirkpatrick & Kirkpatrick, 2016). 
Measuring results and behaviors have similar guidelines: use a control group, allow time for 
change, conduct a pre- and post-assessment, repeat measurement if needed, conduct a cost-
benefit analysis, know that proof of results may not be possible. The most challenging part of 
Kirkpatrick’s level four is that, in some cases, it is impossible to directly link results to the 




 This section reviews related instruments. These scales measure either state or trait 
optimism and have been used in previous studies that explore optimism or are optimism adjacent 
measures either for individuals or for organizations. A few measures have been created to assess 
optimism, including the Life-Orientation Test-Revised (LOT-R), the Optimism Pessimism Scale 
(OPS), the Attributional Style Questionnaire (ASQ), the Expanded Attributional Style 
Questionnaire (EASQ) and the Work Explanations Survey. The Life is Good Playmakers also 
created a scale, the Optimism Profile, to assess an organization’s four domains of optimism: joy, 
empowerment, connection, and engagement. The Maslach Burnout Inventory General Survey 
(MBI–GS) does not measure optimism but is essential to this research project as it provides 
confirmatory and discriminatory validation of the Optimism Profile. In theory, when the 
negatively associated factors of burnout are high, the Optimism Profile scores should be low, and 
vice versa.  
Optimism and Pessimism Scale  
Dember et al. (1989) combined six items from Hoffnungs (1967) scale with 34 items to 
create a scale to measure personal optimism and pessimism. Hoffnung’s (1967) scale 
development was in an unpublished master’s thesis. Additional questions were added to mask the 
intent of the scale; out of the 60 total items, only 40 of them are scored. The multi-point scale 
that measures personal optimism and pessimism is similar to but not as popular as another 
measure of optimism reviewed in this study, the Life Orientation Test-Revised (LOT-R). Burke 
et al. (2000) examined the LOT-R and the Optimism and Pessimism Scale and suggested that the 
LOT-R measures trait optimism while the Optimism and Pessimism Scale measures state 
optimism. Interestingly, Burke et al. (2000) view the Optimism and Pessimism Scale as a 
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measure of state optimism, while Dember et al. (1989) proposed optimism as a bias. Dember et 
al. (1989) defines optimism as “a bias in perceptions and expectations in favor of the positive 
features of life” (p. 102).  
Dember et al. (1989) proposed the Optimism and Pessimism Scale as a measure of two 
dimensions optimism and pessimism. Chang et al. (1994) found that:  
the rotated two-factor solution retrieved the hypothesized solution–i.e., two clusters 
corresponding to the positively worded and negatively worded items. However, these two 
clusters were far from disjoint, since 17 items showed a second loading . (p. 152) 
 
In this study, 17 items loaded on more than two factors. Due to these results, a two-factor 
solution did not make sense. Chang et al. (1994) attempted three and four factor solutions and 
found that they were not interpretable. Due to its length, only exploratory factor analysis could 
be conducted. At the time of the 1994 study, Confirmatory factor analysis (CFA) was not 
conducted on the Optimism and Pessimism Scale because it consisted of 36 items, and available 
software could not handle instruments with more than 30 items (Clark & Watson, 1995; Jöreskog 
& Sörbom, 1990). Exploratory factor analysis initially yielded eight components, or factors, with 
eigenvalues greater than 1.0, and they accounted for 59% of the variance (Chang et al., 1994). 
Only three factors were retained because the other five factors had smaller eigenvalues, close to 
1.0; the eigenvalues for the retained factors were 9.24, 2.16, and 1.58, and these three factors 
accounted for only 36% of the variance. The Optimism and Pessimism Scale was measured as 
both a single optimism and pessimism scale as well as two independent scales, one for optimism, 
and one for pessimism. Cronbach’s alpha for the full-scale 40-item scale was .89, for the 20-item 
optimism scale was .83, and for the 20-item pessimism scale was .86 (Dember et al., 1989). 
The Optimism and Pessimism Scale is also not a suitable instrument for this study 
because the definition of optimism used for the Optimism and Pessimism Scale is too broad and 
54 
 
not closely aligned with the definition of optimism presented in this study. Dember et al. (1989) 
defined optimism as “a bias in perceptions and expectations in favor of positive features of life” 
(p.102). The Optimism and Pessimism Scale uses the bias type of optimism where the 
Playmakers’ definition of optimism is aligned with state and trait optimism. Therefore, the 
Optimism and Pessimism Scale is not appropriate for this study’s research questions. 
Attributional Style Questionnaire (ASQ)  
Created by Peterson et al. (1982), the Attributional Style Questionnaire consists of  
48-items that measure a person’s positive or negative explanatory style. The questionnaire 
includes 12 hypothetical events, with half good and half bad. Participants read and respond to 
four follow-up questions for each of the hypothetical events. The first is a free response asking 
about the cause of the hypothetical event; the second asks if the event has an internal or external 
cause, the third question determines if the cause was unstable, and the final question is if the 
cause was global or specific. The first question is unscored, and the remaining three questions 
are scored using a 7-point scale. An optimistic explanatory style explains negative events as 
being caused by external, unstable, and specific forces and positive events as being caused by 
internal, stable, and global forces. The Cronbach’s alpha for good events was .75 and for bad 
events was .72. The test-retest reliability scores ranged from .58 to .70. Attempts at factor 
validation of the ASQ have been inconclusive (Rodriguez-Naranjo & Caño, 2010; Travers et al., 
2015).  
Although the ASQ does measure optimism, it is inappropriate for this study for a few 
reasons. The first is that it is time-consuming for individuals to take, which could reduce 
response rates. Additionally, factor validation of the ASQ has been inconclusive, which indicates 
that it is not the strongest scale to use. Higgins et al. (1999) suggested that the inconclusive 
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factor validation results may be due to covariation across the items that have a common stem for 
each of the causal dimensions (locus, stability, globality). There are several issues with the ASQ. 
First, it would need to be revised to eliminate covariation. Secondly, revised and updated 
instruments modeled after the ASQ have stronger Cronbach alphas and reliability scores than the 
original ASQ (Smith et al., 2013). Researchers have created updated variations of the ASQ, 
including the Expanded Attributional Style Questionnaire (EASQ) and the Workplace 
Explanations Survey (WES). The ASQ will not be used for this study, because shorter 
instruments with stronger measures are currently readily available. 
Expanded Attributional Style Questionnaire (EASQ). Peterson and Villanova (1988) 
created the EASQ to increase the reliability of the ASQ. The format is identical to the ASQ; the 
main difference is that it is twice as long, and all 24 of the hypothetical events are negative 
events. The EASQ consists of 96 items and uses the same measurement techniques as the ASQ. 
Cronbach’s alpha for internality was .66, stability was .85, and globality was .88 (Peterson & 
Villanova, 1988). Joiner and Metalsky (1999) conducted factor analysis of the EASQ on two 
separate sets of participants from introductory psychology classes at a university, Sample 1 (N = 
518), and Sample 2 (N = 275). They used principal component analysis (PCA) and principal-axis 
factoring (PAF). Sample 1 resulted in 10 factors with eigenvalues greater than 1, (6.29, 2.98, 
2.17, 1.58, 1.42, 1.34, 1.21, 1.20, 1.09 and 1.01), Sample 2 had 12 factors with eigenvalues 
greater than 1 (6.12, 2.72, 2.24, 1.60, 1.48, 1.44, 1.35, 1.24, 1.21, 1.12, 1.05, and 1.00). In both 
samples, the scree plot showed that only three factors should be retained. Sample 2 factors were 
correlated with Sample 1 factors.  
Although the EASQ could be factor validated, it is not an appropriate measure for this 
study. The EASQ is too long and time-consuming. It takes 30 minutes to complete, which could 
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reduce response rates (Dykema et al., 1996). The EASQ only contains negative events, many of 
which are only relevant to undergrad students, which is not the intended population of this study 
(Peterson & Villanova, 1988). It also does not make sense to use the EASQ when other, more 
relevant scales are available.  
Workplace Explanations Survey (WES). Smith et al. (2013) created the Workplace 
Explanations Survey (WES) to provide an Attributional Style Questionnaire for the workplace. 
There have been few studies to measure explanatory style and success at work (Smith et al., 
2013). The WES consists of 16 workplace events, eight positive and eight negative events. The 
workplace events were culled from a list of 30 and were scenarios that have high face validity 
across a variety of organizations. Smith et al. (2013) reported that “all Cronbach alphas exceeded 
.80, and only one scenario was rejected” (p. 427). Exploratory factor analysis was conducted 
with a sample size of 341 individuals, with 236 women, 104 men, and 1 unidentified gender. 
Smith et al. (2013) reported that an additional 300 participants were needed to conduct 
confirmatory factor analysis, and a follow-up CFA study has yet to be published. The globality 
of positive and negative events was unexpectedly related (r = .57, p < .01). There were high rates 
of internal consistency for positive events internality/stability (α = .87), positive events globality 
(α = .84), negative events internality (α = .83), negative events stability (α = .82), negative events 
globality (α = .87). Although the WES measures workplace optimism, like other instruments 
modeled after the ASQ, it is time-consuming. The WES is shorter than the EASQ, but still too 
long when combined with the other instruments in this survey. The WES also has not undergone 
confirmatory factor analysis, or at least results from CFA have yet to be reported. It also does not 
make sense to use for this study when shorter instruments that have been validated exist.  
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Life Orientation Test-Revised (LOT-R) 
Scheier and Carver (1985) created the Life Orientation Test (LOT) to measure 
dispositional optimism. The original LOT was presented as a unidimensional scale and found to 
be a multi-dimensional model (Kubzansky et al., 2004; McPherson & Mohr, 2005;  
Robinson-Whelen et al., 1997). Scheier et al. (1994) revised the measurement from eight to six 
items to ensure that the scale exclusively focuses on expectations of good and bad outcomes. The 
scale includes four filler items that are not part of the scale analyses. The filler items were used 
to disguise the purpose of the survey (Garcia, 2013). The LOT-R is one of the most widely used 
measurements for optimism. The LOT-R is considered to have internal consistency; Cronbach’s 
alpha for the scale was .78, and the test-retest correlations were .68, .60, .56, and .79 (Scheier et 
al., 1994). Scheier et al. (1994) posited that the LOT-R measured optimism as a unidimensional 
model. However, further confirmatory factor analysis testing of the LOT-R has indicated that it 
is a multi-dimensional model for optimism and pessimism (Creed et al., 2002; Herzberg et al., 
2006). Herzberg et al. (2006) reported that the two-factor version of the LOT-R had better 
goodness-of-fit than the one-factor version. Hu and Bentler (1999) recommend a Tucker Lewis 
Index (TLI) and Comparative Fit Index (CFI) of at least .95, and a Root Mean Square Error of 
Approximation (RMSEA) cutoff => .06, Goodness-of-Fit, Creed et al. (2002) reported a better fit 
for a two-factor model over a one-factor model, with TLI = .48, CFI = .69, and RMSEA = .22 for 
the one-factor, and TLI = .98, CFI = .99, and RMSEA = .04 for the two-factor model.  
In this study, the LOT-R once again underwent confirmatory factor analysis for the 
study’s sample. It resulted in a two-factor model, with both optimism and pessimism subscales. 
The optimism subscale provided the researcher with a base assessment of individual optimism 
and provided evidence of convergent validity for the Optimism Profile. The pessimism subscale 
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provided an opportunity for discriminant validity analysis of the Optimism Profile. In theory, 
LOT-R optimism scores should positively correlate with the Optimism Profile scores. If a person 
measures high in optimism, they should also measure high on the Optimism Profile. Conversely, 
the LOT-R pessimism scores should negatively correlate with the Optimism Profile scores. 
Maslach Burnout Inventory General Survey (MBI-GS) 
Maslach et al. (1981) created the Maslach Burnout Inventory (MBI) as a way to measure 
burnout in the human services sector. The MBI is a psychometrically sound inventory that 
measures an individual’s feelings of burnout. The inventory was developed through exploratory 
factor analysis; three factors were identified, Exhaustion, Cynicism, and Personal Efficacy. A 
high degree of burnout is determined by high scores on the Exhaustion and Cynicism subscales 
and low scores on the Professional Efficacy subscales. Factor structure appears consistent across 
numerous studies conducted by the original authors and independent researchers. This measure 
has been utilized in hundreds of research studies across settings. The MBI is not intended for 
clinical use or to diagnose individuals; it has been used in a variety of research and applied 
settings such as for testing the effectiveness of interventions. 
The MBI has been adapted across disciplines and translated in many different languages. 
There are six different versions of the MBI, including a version for human services (MBI-HSS), 
medical personnel (MBI-HSS (MP)), educators (MBI-ES), working adults (MBI-GS), and 
students (MBI-GS (S)). The General Survey, the MBI-GS, measures adults working outside of 
human services and education, includes 16 items, and is composed of three subscales 
Exhaustion, Cynicism, and Professional Efficacy. This MBI-GS version was designed for a 
general working audience and focuses on workplace performance. This scale will be used in this 
study to conduct discriminant analysis to test the validity of the Optimism Profile. 
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The MBI-GS has been tested in many large-scale studies, including 12,140 employees 
from unspecified organizations, and alpha coefficients for Exhaustion was .88, Cynicism was 
.76, and Professional Efficacy was .76. Alpha coefficients for Exhaustion was .83, Cynicism was 
.79, and Professional Efficacy was .74, respectively, for a sample of 2,431 working adults. The 
MBI-GS is essential to this research project as it will provide a validated measure for comparison 
with the Optimism Profile. The Optimism Profile measures an organization’s ability to build 
O’Playsis (Joy, Engagement, Empowerment, and Connection), and individuals that score high in 
each of these four domains should have low feelings of exhaustion, cynicism, and high feelings 
of personal efficacy. 
The Optimism Profile  
The Optimism Profile has been used for organizations that work with children, but due to 
time and budgetary restraints, there has not been an opportunity to factor validate the currently 
used version of the scale. This current version of the scale was adapted for two reasons, first to 
be used with a broader audience and second to ensure that it more closely aligns with the newest 
version of the Playmaker approach. The Optimism Profile is an unpublished questionnaire that 
measures the four domains of O’Playsis. The Optimism Profile consists of 22 items that assess 
levels of connection, engagement, empowerment, and joy, factors associated with an employee’s 
personal experience of optimism at work. The Playmakers asserts that these four areas are 
essential to creating O’Playsis in the workplace. The original designer of the Optimism Profile 
reviewed the Gallup Q12, a popular employee engagement survey, other employee engagement 
surveys, and the extant literature on optimism in the workplace in developing the items. The Life 
is Good Playmakers have been using the Optimism Profile with childcare organizations. The 
Optimism Profile is administered twice, once before employees take the Playmaker training, and 
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once following the Playmaker training. Results are summed and shared with the organization and 
compared across test time one and two. The organization receives a report that sums the totals 
from all individuals for each domain. The report contains sums for each item, each domain, and 
the total score. The current iteration of the Optimism Profile does not report individual scores, 
but the revised version provides both an individual score and an organizational score. The 
Optimism Profile was intended as an internal measurement tool. In their initial use of the 
assessment, the Playmakers conducted some reliability/internal consistency measures but did not 
pair it with any other measures for validity testing. In the initial testing, subscales showed strong 
alphas of .75 or above for all domains as well as for the overall scale, making it possible for the 
Playmakers to report both subscale scores and overall scores with confidence (R. Cornelli 
Sanderson, personal communication, October 25, 2019). One of the primary purposes of this 
study was to validate the Optimism Profile. In Phase 1 a survey that includes the Optimism 
Profile, the MBI-GS, and the LOT-R, is used to factor validate the Optimism Profile. The  
MBI-GS and the LOT-R are used to conduct confirmatory and discriminant analysis validity of 
the factor-validated Optimism Profile scale. The Optimism Profile is intended to measure the 
four domains that the Playmakers have determined are essential to environments that cultivate a 
culture of optimism. 
The Life is Good Playmakers 
 One day Steve Gross asked his friends, “Isn’t it crazy that there are thousands of trauma 
clinics across our country, but zero joy clinics?” (Jacobs & Jacobs, 2015, p. 170). In 1989, he 
decided to resolve this conundrum. He founded Project Joy, a 501c (3), “dedicated to fostering 
the physical, social, and emotional development of homeless and impoverished children who 
have experienced trauma or chronic emotional distress” (Gross, 2019, p. 1). Steve and his team 
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designed and conducted high-energy cooperative games, creative movement activities, and 
noncompetitive sports. The activities were intentionally designed so that they were a therapeutic 
process through which participating children developed a foundation of self-worth, social 
efficacy, and community on which to grow and thrive. However, the Project Joy team soon 
realized that hosting Joy Clinics all over Boston was not enough; they needed help from teachers, 
social workers, after school coaches, and other childcare professionals to address the trauma 
problem. With this new realization, Steve and the Project Joy team began to host workshops for 
childcare professionals teaching them how to create a safe, joyful, engaging, and connecting 
environment for kids who have been impacted by trauma.  
 In 2019, the Life is Good Playmakers partnered with the University of North Carolina 
Wilmington to measure the impact the Playmaker approach has on childcare professionals and 
the children that they serve. The Playmaker “program has proven to reduce burnout and increase 
efficacy and resiliency among staff, who in turn also report a reduction of post-traumatic stress in 
the children they serve. . . . Program partners [have reported] that [the] unique focus on the 
disposition and wellness of their staff serves to maximize the impact of any service provided. 
After all, outstanding human services require outstanding humans” (E. Lempereur Greaves, 
personal communication, November 13, 2019).  
The Relationship with Life is Good 
The Life is Good Playmakers are partially funded by Life is Good, the lifestyle brand that 
is committed to spreading the power of optimism through their T-shirts, apparel, and home 
goods. Steve Gross has been friends with Life is Good co-founders, Bert and John Jacobs, since 
college (see Appendix A). When Life is Good started turning a profit, Project Joy became one of 
the first beneficiaries. In 2005, Life is Good created the Life is Good Kids Foundation, a 501(c) 
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(3) public charity (Jacobs & Jacobs, 2015). In the beginning, they donated funds and resources 
toward several different nonprofits; however, over the years, as they began to find more common 
ground between Project Joy and Life is Good, Life is Good began to increase their commitments. 
Steve Gross recounts that Bert said, “Why are we half pregnant with our relationship. If we’re 
going to partner, we probably should go all the way!” (S. Gross, personal communication, 
November 19, 2019). In 2010, the Life is Good Kids Foundation and Project Joy merged. The 
Playmakers program was part of the Kids Foundation, and in 2019, they started doing business 
as the Life is Good Playmakers.  
 Life is Good is the biggest supporter of the Life is Good Playmakers; however, the two 
organizations are legally separate entities. As an employee of the Life is Good Playmakers, I 
have witnessed Life is Good’s support in the following ways:  
• They provide office space in their industrial style headquarters in Fort Point, an  
up-and-coming neighborhood in the Boston Seaport District, in Boston, 
Massachusetts.  
• They invite the Playmakers to join them in company activities, like the biannual Jake 
Jam, holiday parties, company-wide contests, and the annual culture survey.  
• They also include updates about what the Playmakers are doing in the quarterly 
business meetings.  
• They also lend expertise and resources as needed.  
All Life is Good employees are invited to attend the Playmaker training course. Jacobs and 
Jacobs (2015) write, “Employees know that no matter what part of the business they touch, their 
work contributes to healing and strengthening vulnerable children” (p. 174). In 2013, Life is 
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Good is fully committed to the Playmakers, and to show that commitment, they publicly 
announced that 10% of annual profits go to the Life is Good Playmakers.  
The Corporate Model  
As a way to raise much-needed funds for the Playmakers, Steve Gross, John Jacobs, and 
Bert Jacobs have been giving keynotes on the value of optimism for years. Over time, 
organizations have asked for workshops designed to spark optimism in employees and increase 
employee engagement. These workshops were designed for each organization and loosely based 
on the original Playmaker model. However, in 2018, Life is Good Playmakers hired a President, 
Steve Anderson, who worked for years as the President for a Global Training organization. 
Under Steve Anderson’s direction, with the help of Kate Nugent, the Vice President of Learning, 
and Alicia Barnatchez, Associate Director of Training, the Life is Good Playmakers decided to 
create two corporate offerings, Leading with Optimism, and the Optimistic Team.  
Leading with Optimism. The first of the corporate workshops developed by Life is 
Good Playmakers, “Leading with Optimism,” is a one-day training designed for leaders. The 
goal of the workshop is for leaders to walk away with new strategies so that they may “inject 
positivity, new energy, and fresh ideas into their organizational culture, along with personal 
leadership strategies to keep themselves focused and energized” (K. Nugent, personal 
communication, October 1, 2019). The workshop is a mix of experiential learning, neuroscience, 
and fun exercises. The workshop is designed for 10 to 20 participants, and participants are meant 
to be at the leadership level (e.g., Team Leads, Senior Manager, Director, VP, and SVP). The 
course objectives include:  
• Understand the benefits of cultivating optimism in themselves and their employees 
and learn how to build a positive, “can-do” organizational culture; 
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• Insulate themselves from burnout and “burn-in” through the development of a 
personal optimization practice; and 
• Leverage a new toolkit of positive communication and leadership techniques that will 
foster risk-taking, innovation, employee engagement, and retention (K. Nugent, 
personal communication, October 1, 2019). 
The first half of the workshop, titled “See and Focus on the Good,” is all about 
understanding the neuroscience behind optimism in the workplace, allowing leaders to identify 
where they fall on the optimism continuum. Participants will engage in a visual experience 
designed to shift the paradigm from focusing on what is not working to leveraging what is. 
Participants will also learn to gamify their work culture and goodify their everyday work life. 
Goodification, or the process of goodifying is to enhance the best parts about an activity and 
innovate so that the activity is a joyful, connecting, engaging, and empowering as possible.  
 The second half of the workshop, entitled “Grow the Good,” helps leaders to optimize 
their performance by focusing on self-care, as well as creating a plan to cultivate self-care for 
their employees. At the tail-end of the workshop, leaders will learn about applying the skills they 
learned in real-time business scenarios and create a personal action plan that they can take with 
them. The Playmakers provide the following pre- and post-training resources:  
• Welcome Video and Pre- and Self-Assessments  
• Follow-up individual assignments and sample Team Challenges  
• Sustainability resources for ongoing Communities of Practice 




The Optimistic Team. There are similarities between the two workshops: the Optimistic 
Team and Leading with Optimism. However, the main difference is the Optimistic Team course 
is shorter. The Optimistic Team is designed for team leads instead of senior leadership. The 
Optimistic Team is a half-day training. The objectives of the Optimistic Team include:  
• Apply the Life is Good Playmaker approach to amplify the good in their interactions, 
meetings, and projects, so that team members contribute positively to their work 
environment.  
• Improve collaboration and communication by understanding the four types of 
Optimists, the values of each type, and how they can round out your team.  
• Engage with their colleagues in a fun, open, and engaging way to foster connection, 
common ground, and purpose, so that team members build trust, openness, and an 
inclusive group dynamic (K. Nugent, personal communication, October 1, 2019). 
The first session is titled “Seeing & Discovering the Good in ourselves and our 
teammates,” where participants learn about the South African greeting Sawubona, which 
translates to “I see you.” This saying is a Playmaker’s reminder that they should connect with 
others and see them for who they are. Participants also dive into the neuroscience of positivity 
and its impact on the team and organizational culture. Participants in the Optimistic Team 
workshop also take an optimism inventory and learn how to apply it to their communication. 
Participants are then introduced to the concept and components of O’Playsis to create productive 
and engaging environments. The second session, titled “Growing the Good in Our Team,” is a 
combination of experiential activities and action planning designed to establish trust, inclusion, 
and communication, as well as foster collaboration and innovation. Like Leading with Optimism, 
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participants will also have access to pre- and post-work, including reading and self and 
organizational-assessment, and online follow up assignments. 
Optimism at Life is Good Playmakers 
The Life is Good Playmakers defines optimism as a person’s ability to see, feel, and 
focus on the goodness in themselves, in others, and in the world, regardless of the circumstances. 
What makes optimism for the Playmakers different than most definitions of optimism is that last 
bit, “regardless of the circumstances.” Jacobs and Jacobs (2015) explain:  
Optimism is not just a philosophical viewpoint. It’s not irrational cheerfulness, and it’s 
not blind positivity. Optimism is a powerful and pragmatic strategy for accomplishing 
goals and living a fulfilling life. By acknowledging obstacles and opportunities–but 
focusing on the opportunities–optimism enables us to explore the world with open arms 
and an eye toward solutions, progress, and growth. It also makes life a hell of a lot more 
fun. (p. 11)  
 
The Playmakers’ optimism is not about blind positivity and ignoring the circumstances, it is the 
ability to find the good in everything or using a bad circumstance as an opportunity to  
get-to-good; this is the power of optimism. In the workshop, the guides explain that everyone is 





The Life is Good Playmaker Optimism Continuum 
 
Note. This figure was created by The Life is Good Playmakers in 2019 and is used with 
permission. 
The continuum ranges from “There’s a spot on my glass” Optimist to an “I’m grateful for 
the glass” Optimist. “There’s a spot on my glass” Optimists focus on all the challenges in the 
way, they can see and anticipate problems. Half-Empty Optimists focus on more challenges than 
benefits, but they can take some time to focus on the benefits. Half-Full Optimists focus more on 
benefits than challenges, but they can take time to focus on challenges. “Grateful for the glass” 
Optimists take time to focus on all of the benefits and good in every situation. A “there’s a spot 
on the glass” Optimist will still be able to see and appreciate the good in the situation; they are 
still an optimist. In that same vein, a “grateful for the glass” Optimist will still be able to see 
challenges and problems. 
The Playmakers believe that optimism grows in environments that create what they call 
O’Playsis. In the corporate training, O’Playsis is referred to as building or cultivating optimism 
at work. There are four essential elements to cultivating optimism through O’Playsis: 
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engagement, empowerment, connection, and joy. The Life is Good Playmakers have found that 
when these four elements exist, people are better able to practice optimism. 
 Joy, engagement, empowerment, and connection are essential for creating environments 
where optimism can flourish, and each element must be present. The O’Playsis model illustrates 
that when there is an equal amount of engagement, joyfulness, empowerment, and connection, 
employees are productive, hopeful, bring their best ideas, and know and like each other. 
Conversely, too much empowerment can lead to silos and lack of transparency; when there is too 
much connection it leads to cliques and loss of productivity; too much joy leads to loss of 
credibility; and too much engagement can reduce focus and increase burnout. The Playmakers 
use this version of the O’Playsis model to illustrate the benefits of optimism in the workplace for 
their corporate clients. The work for the O’Playsis model comes from Rebecca Cornelli 
Sanderson’s doctoral work on play and resilience in children. She worked with the Playmakers to 
help them create the O’Playsis model, and she continues to support the team as a contract 
researcher.  
 Engagement. Cornelli Sanderson et al. (2016) defines engagement as “an individual’s 
enthusiastic focus and overt presence in a given activity” (p. 33). An engaged individual is 
productive, focused, and challenged to learn and grow. An engaged individual brings their best, 
and they are present and energized by the work they do. An engaged individual is able to learn 
and grow in their personal and professional skills. Engagement in the terms for the Playmakers 
focuses specifically on an individual's engagement in an activity, which could refer to an activity 
with others or by themselves. It is how they interact with the world around them. The 
Playmakers’ primary focus is on helping children impacted by trauma. Unfortunately, people 
who have been impacted by trauma are less likely to be present and engage; they are often 
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hypervigilant and in a constant state of alert (Cooper, 2000; Gaensbauer et al., 1980 Macy et al., 
2003). Providing opportunities for whole-body engagement allows individuals to stay present 
(Cornelli Sanderson et al., 2016). Engagement is also essential in building positive 
organizational culture. Engagement can create a gain spiral to create resources and more 
engagement (Kim & Hyun, 2017). Kim and Hyun (2017) explain “employees who have personal 
resources are more likely to be engaged in their work overtime . . . and engaged employees are 
being energized by maximizing the positive impact of their existing resources and constructing a 
gain spiral more easily to acquire new resources” (p.707). Engagement is positively correlated 
with job performance (Christian et al., 2011; Macey & Schneider, 2008). Christian et al. (2011) 
explain, “engaged employees experience a high level of connectivity with their work tasks, they 
strive toward task-related goals that are intertwined with their in-role definitions and scripts, 
leading to high levels of task performance” (p. 120). The Playmakers maintains that providing 
opportunities for engagement is essential for creating a positive environment.  
Empowerment. For the Playmakers, empowerment refers to an individual’s sense of 
safety, competence, and confidence in their ability to take effective action (Cornelli Sanderson et 
al., 2016). Empowering employees in the workplace means providing them with the necessary 
resources they need to do their job well. Empowerment includes a sense of feeling safe and 
secure enough to take risks and be creative. It also includes being heard and trusted and having 
the necessary resources and skills to do the job well and independently. In the Playmaker 
childcare approach, internal control is about helping children who have experienced trauma 
establish a sense of safety (Cornelli Sanderson et al., 2016). People who have experienced 
trauma experience a loss of safety and that loss of safety may remain in place even when it is no 
longer adaptive (De Jong 2002a; De Jong, 2002b; Panksepp, 1998; van der Kolk & McFarlane, 
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1996). If a person can reestablish a sense of safety, they may be able to avoid developing PTSD 
or further trauma (Grieger et al., 2003). Establishing a sense of internal control for children 
allows them to develop emotional regulation skills and engage in higher rates of pro-social 
behaviors (Kithakye et al., 2010). The benefits of empowerment are not isolated to children 
impacted by trauma. Employee empowerment is also essential for building employee 
commitment and productivity and reducing burnout (Greco et al., 2006; Kanter, 1993; 
Laschinger et al., 2014; Smith et al., 2010). Leaders who empower “equip their people with the 
necessary knowledge, skills, abilities, and motivations not only to succeed but also to be able to 
make personal, permanent, and pervasive attributions of their own” (Luthans et al., 2015, p. 
171). The Playmakers believe that providing opportunities for empowerment creates a safe space 
for individuals to practice creativity and develop optimism.  
Connection. Connection is “an individual drive for cooperative interaction with others” 
(Cornelli Sanderson et al., 2016, 34). Connection includes an individual’s sense of belonging, 
their ability to find common ground, and their propensity to spend time together, such as sharing 
breaks and lunch, and knowing and liking their colleagues. Connection is essential for positive 
social development and for building effective coping skills (Cornelli Sanderson et al., 2016; 
Rutter, 1985). Wolff and Fesseha (1998) conducted a comparison of orphanages in Eritrea and 
found that orphans with positive, caring relationships experienced lower levels of distress. 
Children do better with positive relationships, and research shows that the same is true for adults 
in the workplace as well. Positive interactions in the workplace can have beneficial effects on 
individuals (Amabile & Kramer, 2011; Hodson, 2004; Moynihan & Pandey, 2008). Positive 
interactions should not be positive for the sake of being positive. Buckingham and Goodall 
(2019) explain, “We excel only when people who know us and care about us tell us what they 
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experience and what they feel, and in particular when they see something within us that really 
works.”  
High-quality connections are important for developing positive organizational 
commitment (Blatt & Camden, 2007). Providing opportunities for social connection is essential 
to developing individuals and creating an environment that has a high level of trust (Ferrin et al., 
2008). Working in a connecting environment creates a positive, more satisfying experience for 
employees.  
Joyfulness. Joyfulness is important for building resilient individuals. Cornelli Sanderson 
et al. (2016) define joyfulness as “an individual’s feelings of love, fulfillment, and hope that are 
expressed through displays of pleasure and exuberance” (p. 33). The Playmakers have since 
updated this definition to an individual’s enduring sense of positivity, hope, and fulfillment that 
are expressed through displays of pleasure and exuberance. A joyful workplace can evoke a 
sense of playfulness among coworkers. Opportunities to experience joy are essential for children 
who have been impacted by trauma. Joy can generate positive emotions, which may be essential 
to resilience (Bonanno and Keltner 1997; Fredrickson et al., 2003). Joy at work is also vital to 
employee well-being and creativity (Barsoux, 1993; Fineman, 2006; Fredrickson, 2001). Murphy 
(2015) explains, “joy isn’t just about finding happiness, but also about playing: play at work is 
useful when creativity and innovation are needed” (p. 15). Fredrickson (2001) asserts that joy 
builds a person’s “thought-action repertoires and build their enduring personal resources, ranging 
from physical and intellectual resources to social and psychological resources” (p. 219). 
Essentially opportunities for joy help people broaden and build resources so that they can be 
more adaptable and resourceful and able to see connections.  
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Goodification. Goodification is optimism in action. Goodification is defined as adapting 
and innovating any activity, based on the environment and the development of the audience, to 
make it as joyful, connecting, empowering, and engaging as possible. More simply, it is the act 
of taking something and enhancing the good. Although the term goodification may make people 
scratch their heads on the first introduction, the concept is noteworthy. The Playmaker team 
discusses the concept of goodification in their workshops and use a template to walk participants 
through the practice of goodifying. Goodification is one of the most talked-about concepts by 
Playmaker participants in follow-up surveys and the annual report. The concept of Goodification 
is most closely related to innovation or the process through which ideas are transformed into new 
processes, products, or services (Baregheh et al., 2009). In the corporate workshops and in this 
study, goodification was known as Optimistic Leadership. In the workshop, the facilitators 
encourage participants to identify problem areas at work and to look at what is good in the 
activity or process so that they may enhance it. This process relates to Fredrickson’s (1998) 
Broaden-and-Build Theory, the idea that when people maintain positive emotions, they are able 
to broaden their thought-action repertoires, they can build their personal resources.  
The Playmaker approach believes that when joy, empowerment, connection, and 
engagement are encouraged, it allows for optimism to develop. The Playmakers also believe that 
when people are in O’Playsis, they develop ten superpowers: Love, Simplicity, Fun, 
Authenticity, Creativity, Openness, Courage, Humor, Compassion, and Gratitude. In the 
Playmaker explanation, the four domains of empowerment, joy, connection, and engagement are 




This chapter explored the need for more research on the impact of improved optimism on 
organizational culture and the employee. Although the literature on this subject is rapidly 
developing, little research has been conducted on the Playmaker approach and their unique view 
of optimism. The literature review explored optimism, existing training interventions, existing 
measurements, and also explored the Life is Good Playmakers Corporate Training program. As 
presented in this chapter, there is an opportunity to explore the impact of the Life is Good 
Playmakers’ impact on optimism for both organizational culture and individuals. Prior to 
conducting that research, it was important to build measuring devices that assessed employees 
personal experience with factors of optimism at work, organizational leaders’ experience of 
optimistic leadership, and an organization’s levels of implementing practices that are meant to 
cultivate a culture of optimism at work. 
Chapter III proposes a plan for exploring this research. The chapter discusses the 
methodology, methodological fit, and reasoning behind the selection of this method. The chapter 




Chapter III: Methodology 
"Some folks go through life pleased that the glass is half full. Others spend a lifetime lamenting 
that it's half-empty. The truth is: There is a glass with a certain volume of liquid in it. From 
there, it's up to you” Dr. James S. Vuocolo (n.d.) 
 Interest in optimism research has risen over the past two decades. Yet tools that measure 
a person’s personal experience with optimism at work, optimistic leadership, and an 
organization’s readiness to cultivate optimism do not exist, and certainly not one that reflects the 
Life is Good Playmakers approach to cultivating optimism in the workplace. Other researchers 
have explored the effect of improving psychological capital, or the impact of optimism on 
workplace performance (Luthans et al., 2007; Medlin et al., 2010). However, little work has been 
done on measuring factors connected with optimism such as joy, engagement, empowerment, 
and connection. Nor is there a tool to measure an organization’s readiness to cultivate optimism, 
nor a leader’s level of optimistic leadership. There is also a desire to measure the impact that the 
Life is Good Playmakers training program has on organizational culture, personal optimism, and 
optimistic leadership, and the tools created in this study can allow that future research to happen. 
This study revised and validated a tool they created to measure the impact of their training as 
well as measure factors of optimism associated at work. The study also created two additional 
scales that measure organizational optimism and optimistic leadership, validated two existing 
scales for this study’s population, and assessed the influence of joyful engagement and 
empowered connection on organizational optimism.  
The literature review captured existing research on optimism at work and highlighted 
potential gaps for research. There is room for research on optimism in the workplace and 
certainly room to create a new tool that can evaluate organizational readiness to cultivate 
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optimism, and hopefully one day explore the effectiveness of the Playmaker approach. The 
overarching aim of this study was to revise and validate the Optimism Profile, so that 
organizations can measure their readiness to cultivate optimism. This chapter reviewed the 
proposed methodological approach and research procedures.  
Research Questions 
The purpose of this study was to create and validate scales that can be used as tools to 
measure an employee’s personal experience with workplace optimism, optimistic leadership, and 
a workplace’s ability to cultivate optimism as well as to explore the influence of personal 
optimism on organizational optimism. The study explored the following questions: 
1. What factors emerge through exploratory and confirmatory factor analysis with the 
items from the Optimism Profile that was designed to measure empowerment, 
connection, joy, and engagement? 
2. What factors emerge through exploratory and confirmatory factor analysis with the 
items designed to measure optimistic leadership? 
3. What factors emerge through exploratory and confirmatory factor analysis with the 
items designed to measure organizational optimism? 
4. Are the MBI-GS and LOT-R factor validated with this study’s sample, and do they 
offer confirmatory and discriminatory validation with the factors that emerged 
through factor validation of the Optimism Profile? 
5. Does a person’s personal experience with optimism at work influence their 
perception of their workplace’s readiness to cultivate a culture of optimism? 
6. Does the LOT-R predict the Optimism Profile? 
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7. Do the factor-validated results from the Optimism Profile, optimistic leadership, and 
organizational optimism items align with the participants’ perceptions of their 
organization? 
According to Edmonson and McManus (2007), it is appropriate to develop research 
questions before determining methodology. Although initially a strictly quantitative study was 
considered, the research questions were better suited for both a mixed-method approach and the 
philosophical framework. Therefore, the methodology was not selected before the formulation of 
the research questions, and the initial inclination of using only quantitative was adapted to 
include both quantitative and qualitative study components. For me, knowledge consisted of both 
observable phenomena and subjective meanings; this could be seen as a pragmatist point of 
view. Creswell and Poth (2018) explain that pragmatists: 
use multiple methods of data collection to best answer the research question, will employ 
multiple sources of data collection, will focus on practical implications of the research, 
and will emphasize the importance of conducting research that best addresses the 
research problem. (p. 73)  
 
This study employed a mixed-method survey design. The study was conducted in two phases, 
Phase 1 consisted of a survey that included a combination of questions with scale items and 
open-ended response questions. Phase 2 consisted of a survey sent to the office staff of a 
midwestern organization that consisted of about 30 employees, 20 of which responded to the 
survey and five of those employees participated in an hour long debrief discussion regarding the 
results. My philosophical framework undoubtedly impacted my interpretations of the findings.  
Research Approach and Justification Mixed-Methods 
The overarching aim of this study was to create tools that measure an employee’s 
personal experience with optimism at work, optimistic leadership, and an organization’s 
readiness to cultivate optimism at work. These tools will be used to measure the impact that the 
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Playmaker approach has on optimism for individuals and organizational culture. The study was 
conducted in two phases. In Phase 1, the optimism measurement instruments were tested and 
validated. In Phase 2, the validated instruments, along with other existing measures, were tested 
with one organization.  
Researchers collect, analyze, and interpret both quantitative and qualitative data to 
investigate an underlying phenomenon in mixed-methods research (Leech and Onwuegbuzie, 
2009). Johnson and Onwuegbuzie (2004) explain, “mixed-methods research offers great promise 
for practicing researchers who would like to see methodologists describe and develop techniques 
that are closer to what researchers actually use in practice” (p. 15). There are three critical factors 
of mixed-method design: how the data will interact, timing, and priority of method of data 
collection (Chesson, 2017; Creswell, 2014; Johnson & Onwuegbuzie, 2004). In this study, 
quantitative and qualitative data were collected together at the same time through a survey 
instrument, but the quantitative questions were dominant. This study used a mixed-method 
QUAN quan(qual) approach that utilized survey research with both scales and open-ended 
response questions, followed by a focus group session. The Phase 1 quantitative survey was 
distributed to a larger population for scale validation purposes. Then, in Phase 2, the validated 
instruments were used on one organization to test for face validity; quantitative and qualitative 
data were collected to determine participants’ perceptions of the instrument.  
A study design with only qualitative or quantitative data would not have sufficiently 
addressed all the proposed research questions. A mixed-methods approach was most appropriate 
because it triangulated the findings and was not simply meant to add spice (Foss & Eleffson, 
2002). The Life Orientation Test-Revised (LOT-R) was chosen for this study because the 
instrument had been previously factor validated through exploratory and confirmatory factor 
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analysis and has been widely used. The LOT-R and the MBI-GS were used to conduct 
discriminant analysis. The Optimism Profile was chosen because it has been used by the 
Playmakers and it measures personal experience of optimism at work. The Optimism Profile 
included statements that have been face and content validated by the Playmaker staff. The other 
items included in the survey related to optimistic leadership and organizational optimism were 
designed to get a clearer understanding of optimism at work. These items were used to develop 
two new scales. 
Research Design  
A survey was used to address the research questions in this study. In the survey design 
process, it was essential to consider the constructs, the creation process, the participants, and data 
analysis. The survey used the LOT-R, a previously validated scale, but it also contained an 
assessment created by the Life is Good Playmakers, the Optimism Profile, the MBI-GS and 
items designed to measure organizational optimism and optimistic leadership. The Optimism 
Profile was modified by adding additional statements and tweaking the wording of existing 
statements. Additional statements that focused on other concepts of optimism at work including, 
organizational readiness to cultivate optimism, and optimistic leadership were also generated to 
deepen our understanding of optimism at work. Prior to this study, the Optimism Profile had 
never been factor validated; thus, Phase 1 of this study focused on factor validation as well as 
convergent and discriminant validation of the Optimism Profile, and the additional questions 
related to optimistic leadership and organizational optimism. The initial items for the Optimism 
Profile were created and used by Playmakers before this study, but further review and 
modifications were made based on the five-step scale development process (Abell et al., 2009; 
DeVellis, 2013; Spector, 1992). The organizational optimism and optimistic leadership questions 
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went through the same process. The first step was identifying the primary constructs of interests. 
The second step was to review the statements intended to measure the constructs. The third step 
was seeking and revising feedback from potential target group members on the construct 
definition and how well the statements reflected the construct meaning. The fourth step was to 
collect Phase 1 survey data and review it. The fifth step was to use factor analysis on the Phase 1 
data; revise the survey based on factor analysis results. Two additional steps were added to this 
study design, including administering and evaluating the survey with a pilot group and using 
their feedback to determine the usefulness of the instrument (Figure 3.1).  
Figure 3.1 
Process for This Study 
 
Note. This figure illustrates the recommended steps for the process of this study.  
In preparation for this study, informal feedback from the Playmaker staff and relevant 
experts was gathered to ensure that the scale would fully cover the constructs as defined by the 
Playmakers. Before validating the scale through Phase 1 of this study, the constructs and scale 
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items were again reviewed, and item modifications were made based on more formal feedback 
from the Playmakers and their partners. In Phase 2, the Optimism Profile, the LOT-R, and the 
two other scales factor validated in Phase 1 were tested on the office staff of a manufacturing 
organization in the Midwest.  
The first and perhaps most vital step in creating any survey was to define the constructs 
(Abell et al., 2009; Spector, 1992). Since Playmakers have previously used parts of this 
assessment, the constructs were predefined. This study measured the following constructs, 
optimism, organizational culture, joy, empowerment, engagement, connection, and optimistic 
leadership, through a mixed-methods approach. These constructs were not created in a vacuum, 
but after careful review of the literature (Spector, 1992). Each of these constructs was explored 
in Chapter II, and the literature revealed their relationship to optimism and its importance in 
developing organizational culture. Table 3.1 revisits each of the constructs and provides a 




Research Constructs and Measurement Approach 
Term Definition Measurement 
Optimism An individual’s ability to see, feel, and 
focus on the good, in themselves, in others, 
and in the world, regardless of the 
circumstances.  
Life Orientation Test-Revised 
Optimism subscale and researcher 
created quantitative items. 
Joy An individual’s enduring sense of 
positivity, hope, and fulfillment that are 
expressed through pleasure and 
exuberance.  
Joy items for the potential revised  
Optimism Profile  
Engagement An individual’s enthusiastic focus and 
overt presence in a given activity. 
Engagement items on the Adapted 
version of Optimism Profile   
Empowerment An individual’s sense of safety, 
competence, and confidence in their ability 
to take effective action.  
Empowerment items on the Adapted 
version of Optimism Profile   
Connection An individual’s drive for cooperative 
interaction with others.  
Connection items on the Adapted 
version of Optimism Profile   
Optimistic 
Leadership 
Leadership that happens through seeing the 
good and amplifying the good in ourselves, 
others, as well as projects, initiatives, and 
processes.  




An organization’s ability to encourage 
employees to practice optimism and their 
willingness to goodify processes and 
practices to make the organization as a 
whole as joyful, engaging, empowering, 
and connecting as possible. 
Additional items created for this 
study 
 
Phase 1  
 The first phase of this study consisted of validation of the Optimism Profile through the 
scale development process. Phase 1 consisted of the first five steps of the Scale Development 
Process. This section reviews the elements of Phase 1: participants, elements of the survey, data 
collection, and data analysis.  
Participants 
Phase 1 participants included adults age 18 or older who, at the time of the survey, 
worked for organizations that employed 20 or more people. Participants could work in any field, 
including science, technology, education, health, nonprofits, business, and government. 
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Participants needed to meet all of the criteria to participate in the study. The recruitment process 
attempted to target a diverse population across race, gender, ethnicity, age, sector, position, and 
education. Participants were recruited through multiple channels, including email, social media, 
and snowball sampling.  
Survey 
The Phase 1 survey included the Life Orientation Test-Revised (LOT-R), a modified set 
of items for the potential revised the Optimism Profile, the MBI-GS, and additional researcher 
created items designed to measure optimistic leadership and an organizational optimism as well 
as some demographic questions. Participants were invited to take the survey via SurveyMonkey, 
and informed consent was included on the first page (see Appendix G). In preparation for this 
study, the survey items were compiled in partnership with the Playmakers and was face validated 
by individuals who work on the Playmaker team, researchers, committee members, and experts 
in the field. Colleagues and friends in the Antioch Survey Research Group were also asked to 
pilot the survey to assess format, ease of use, and content. This new feedback was incorporated 
to finalize the survey and ensure that the items are related to and fully cover the constructs of 
interest. 
The first part of the Phase 1 survey included the LOT-R, a previously validated and 
widely used 10-item dispositional optimism assessment (Appendix B). Respondents were asked 
to rate each item on a five-point scale of 1 (disagree a lot) to 5 (agree a lot). Example items 
include, “If something can go wrong for me, it will” and “I'm always optimistic about my 
future.” Four items were fillers, such as, “I enjoy my friends a lot” and “It’s important for me to 
keep busy.” The advantage of the LOT-R is that it is short, available in the public domain, and 
has been widely used. This scale was unaltered as it had been previously validated. 
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The second component of the Phase 1 survey was a revised version of items proposed for 
the potential factor-validated Optimism Profile (Appendix C). The original Optimism Profile  
was developed by the Playmakers and had been used with school districts, pediatric hospitals, 
and other organizations that work with children. The revised list of items was still intended to 
measure the four domains: joy (12 items), empowerment (12 items), engagement (10 items), and 
connection (nine items). Prior to this study the Optimism Profile had not been formally factor 
validated (Appendix D). The Optimism Profile traditionally used a five-point rating system 
allowing participants the opportunity to remain neutral. Converting to an even six-point scale 
provided a clearer understanding of participants’ viewpoints. Participants had the option to select 
1 (strongly disagree), 2 (disagree), 3 (somewhat disagree), 4 (somewhat agree), 5 (agree), or 6 
(strongly agree). Providing six response points, instead of five or seven points for response 
options increased variability and also forced participants to offer a judgment either way (Baron, 
2018; Clark & Watson, 1995). The items in the Optimism Profile followed best practice in item 
design; the items were simple, designed to measure the constructs, avoided double-barreled 
questions, and avoided using colloquialisms (Baron, 2018; Clark & Watson, 1995; Spector, 
1992).  
The third component of the Phase 1 survey was the Maslach Burnout Inventory General 
Survey (MBI-GS; Schaufeli et al., 1996). This survey was used to measure three types of 
feelings of burnout in the workplace: exhaustion, cynicism, and professional efficacy (Maslach et 
al., 1996/2018). Example items include “I have become less enthusiastic about my work” and “I 
feel burned out from my work.” Participants were invited to rate each item in terms of how often 
they experience each feeling, 0 (never), 1 (a few times a year), 2 (once a month or less, 3 (a few 
times a month), 4 (once a week), 5 (a few times a week), and 6 (every day). As explained 
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previously in Chapter II, The MBI-GS has been widely used across disciplines, languages, and 
cultures. The MBI-GS was previously validated through Exploratory Factory Analysis and CFA. 
It was expected that scores from the MBI-GS would inversely correlate with the Optimism 
Profile. Thus, the MBI-GS was used to conduct discriminant analysis. 
The fourth component of the Phase 1 survey contained nine items designed to measure 
the remaining construct of optimistic leadership intended to create the Optimistic Leadership 
Scale and nine items intended to measure an organization’s readiness to cultivate optimism 
through a through development of the Organizational OptiMeasure (see Appendix D). Similar to 
the Optimism Profile, these questions used an even 6-point rating response scale. Items include 
statements such as “I see the good in others at work” and “I have the tools I need to improve 
existing processes at work.”  
The Phase 1 survey included one qualitative question allowing participants to provide 
commentary about staying positive or feeling negative at work. Demographic information was 
also collected in the Phase 1 survey. This information included age, ethnicity, gender, education, 
work experience, and position (See Appendix E). Prior to sending the survey to the full list, a 
small group of participants were invited to take the survey to test for ease of use, format, and 
content. Their feedback suggested minor edits, mostly spelling and grammatical errors; the 
survey was then sent to the full set of participants. These initial test surveys were not included in 
the final data analysis. 
Data Collection Process 
Recruitment for Phase 1 participants occurred through personal and professional contacts 
through email and social media platforms like Facebook, Twitter, and LinkedIn. Participants 
were also recruited from the Playmakers’ mailing list that includes more than 100,000 
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subscribers. Participants were encouraged to invite their friends to participate in the study as 
well. Participants were invited to complete the survey online using SurveyMonkey. 
Data Analysis 
After data collection, data analysis for Phase 1 was conducted using descriptive statistics 
and exploratory and confirmatory factor analysis. The required sample size depends on the 
complexity of the planned analysis (Baron, 2018; Cochran, 2007; Kish, 1995; Patton, 2015). 
Kass and Tinsley (1979) recommended 5 to 10 subjects per item in each planned grouping for 
factor analyses of items up to 300 participants. Other researchers suggest at least 200 or 300 
based on an array of criteria (Stevens, 2009; Tabachnick & Fidell, 2013). Given that the research 
design was not particularly complicated, this study aimed to collect 250 to 300 participants for 
Phase 1. The robust recruitment methods yielded 1,011 responses with 697 eligible participants.  
Descriptive statistics allow a researcher to describe characteristics of a sample, check 
variables for violations of assumptions, and address research questions (Pallant, 2001). 
Descriptive statistics included frequency and percentage distributions, means, standard 
deviations, and measures of skewness and kurtosis (Johnson & Christiansen, 2014). Descriptive 
statistics were used to understand respondent characteristics and thoughts on the predefined 
constructs and statements developed to measure these constructs. 
Principal component analysis (PCA) was used to explore whether the items fell under 
each subconstruct as defined by the Playmakers. PCA helped determine how many factors there 
were amongst the different variables and the strength of the relationship of these items to the 
different factors. PCA was used for this study as a first step to validating the Optimism Profile.  
Confirmatory factor analysis (CFA) is used in scale development to confirm how well the 
scale items measure the constructs (Abell et al., 2009); CFA demonstrated goodness-of-fit of the 
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factor model identified through PCA. CFA allowed the researcher to know if the items worked 
together as part of the full scale. CFA was used to help determine if all the items were necessary 
so that tangential items were eliminated to develop a focused and efficient scale meeting 
appropriate goodness-of-fit standards (Abell et al., 2009).  
Bivariate correlations were analyzed to determine confirmatory and discriminate validity 
and support for the Optimism Profile. Bivariate correlations can be used to determine if there is a 
relationship between factors (Abell et al., 2009; Brown, 2015). Bivariate correlations were run 
with the final factors of the new factor-validated Optimism Profile and the factors of the LOT-R 
and MBI-GS to determine if the scales demonstrated appropriate convergent and discriminant 
validity. The negatively worded factors of the MBI-GS and LOT-R were expected to correlate 
negatively, and the positively worded scales were expected to correlate positively with the 
components of the factor-validated Optimism Profile.  
Regression analysis was also used to determine if the factors of the factor-validated 
Optimism Profile influenced organizational optimism scores. Additional regression analyses 
were run to determine if the factors of the LOT-R predict Optimism Profile scores. Regression 
analysis is a form of linear modeling that determines whether an independent variable predicts 
the outcome of a dependent variable (Field, 2013). Regression analysis can be used to explore 
the interrelationship between variables and is an ideal measure when exploring complex real-life 
ideas (Pallant, 2001). Regression analysis for this study helped determine if optimism as 
measured by the LOT-R influenced a person’s personal experience with workplace optimism, as 
well as whether a person’s experience of optimism at work influences their perceptions of their 




 The second phase of the study piloted the revised instrument with the office staff of a 
midwestern manufacturing organization. Participants were asked if the score matched their 
perception of their organizations. Phase 2 consisted of sending a survey that included the LOT-R, 
the validated Optimism Profile, the Optimistic Leadership Scale and the OptiMeasure, along 
with additional quantitative and qualitative questions. This section discusses elements of Phase 2, 
including content validation, participants, survey elements, data collection, and data analysis.  
Content Validation 
Following Phase 1 data analysis, edits to the final instrument were made accordingly. The 
final survey was sent to the thirty-person office staff at a midwestern manufacturing 
organization. Additionally, the questions for the focus group were reviewed by the committee 
chair and methodologist of this study for feedback to ensure that the questions elicited 
meaningful feedback on the employee perceptions of optimism at their workplace.  
Participants 
Phase 2 participants were individuals who were at least 18 years of age, who work 30 
hours a week or more at an organization that employed 20 or more employees. The aim was to 
survey a large subset of an organization to test the measures. Following the survey, the data were 
analyzed, and a small group of participants were invited to participate in a focus group. The 
participants took the survey and then provided their perspective as to whether the scale 
accurately reflected their perceptions of their organization. Survey administration was negotiated 
with a point person, the chief operating officer of the organization. The point person forwarded 
an email crafted by the researcher to the office staff, inviting them to participate in the survey. 
The email and the survey included the option to opt into the focus group. Five survey 
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participants volunteered for the focus group. The focus group was scheduled directly through 
email. 
Recruitment for Phase 2 participants occurred through solicitation of organizations that 
varied in size from 20 to 1,000 plus individuals. Participants were invited through professional 
contacts. Requests were sent through email, asking for interest and availability. Follow up 
conversations took place through email to confirm their understanding of their role and that their 
availability met the proposed time frame. The point person invited their office staff at their 
organization to participate in the survey. The organization’s results were aggregated and then 
presented in an online video conference with the team lasting 60 minutes. The purpose of this 
session was two-fold:  
1. Allowed the team to understand the results of the Optimism Profile.  
2. Provided feedback to the researcher about the clarity, understanding, and validity of 
the items and results.  
Survey 
Individuals from the office staff of the organization were invited to participate in the 
survey. Participants were emailed an explanation of the study and an invitation to complete the 
survey via SurveyMonkey. The front page of the survey included the informed consent form 
(See Appendix G). The Phase 2 survey consisted of the validated Optimism Profile, the LOT-R, 
the Optimistic Leadership Scale, the OptiMeasure, demographic information, and a qualitative 
question that asked for additional commentary. The intent of inviting the entirety of the office 
staff of the organization to participate in the survey was to get a clear picture of employees, 
dispositional optimism, their personal feelings of optimism at work, their engagement in 
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optimistic leadership, and the organization’s readiness to cultivate optimism by assessing their 
levels of joyful engagement, and empowered connection.  
Data Collection 
Phase 2 gathered two types of data: responses from the Life Orientation Test-Revised, the 
Optimism Profile, and the measures validated in Phase 1, and verbal feedback collected during a 
virtual focus group (Appendix H). Similar to Phase 1, Phase 2 surveys were collected online 
through SurveyMonkey. The pilot organizations were confirmed and once participants for the 
debrief session were identified, a video conference was scheduled. As soon as the partner agreed 
to the timeline and the requirements of the study, the Phase 2 survey was sent to the partner 
organization. Participants were invited to complete the survey on SurveyMonkey via an email 
from the researcher that was forwarded by the point person to the office staff. A completion 
count was shared every few days with the partner contact to ask them to encourage their staff to 
participate in the survey. 
Video Conference 
Following the pre-survey, a self-selected group of participants met with the researcher to 
discuss their profile scores. These focus group participants received aggregated results from the 
survey. Participants were from the same organization, and they were asked to reflect on whether 
their perception of their organization matched the score. Consent was acquired for all focus 
group participants prior to the debrief (see Appendix G). The meeting took place using Zoom, a 
virtual meeting software. The purpose of this phase was to discern whether participants felt the 
scale matched their perception of their organization’s readiness to cultivate optimism. In order to 
determine the practicality of the scale it is important to know if the organization believes in its 
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value (Climer, 2016; Dickinson & McIntyre, 1997). The results of this focus group added to 
interpretation of Phase 1 findings and may inform future versions of the instrument.  
Data Analysis  
Similar to Phase 1, descriptive statistics were used to understand respondent 
characteristics. Descriptive statistics included frequency and percentage distributions, means, 
standard deviations, and measures of skewness and kurtosis (Johnson & Christiansen, 2014). 
Phase 2 analysis provided average results from the Life Orientation Test-Revised, the Optimism 
Profile and the two other scales validated in Phase 1 for an organization that participated in 
Phase 2. Analysis of feedback from Phase 2 informed the appropriateness and the perceived 
effectiveness of the three measures the Optimism Profile, the Optimistic Leadership Scale, and 
the Organizational OptiMeasure. 
Ethical Considerations 
This study, like most studies in the realm of leadership and change, involved human 
participants and therefore required ethical considerations. Studies with human participants must 
prevent physical and emotional harm. There was a limited concern for physical or emotional 
harm in this study because it aligned with ethical standards of survey research. IRB approval was 
obtained before data collection and recruitment (see Appendix F). Participation in both Phase 1 
and Phase 2 surveys was entirely voluntary, and the participant could quit the survey at any time. 
The surveys also did not involve known sensitive topics; however, some sensitivities are not 
readily known. Phase 1 participants remained anonymous, and responses remained confidential. 
Only the researcher and the dissertation committee saw the individual responses. The Life is 
Good Playmakers and Partner organization received summary data of responses, but they did not 
have access to individual responses.  
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The most significant ethical consideration was that during this research project, I was and 
am still employed by the Life is Good Playmakers, and I firmly believe that Playmakers’ work is 
essential in the workplace. It would be dishonest of me to say that I was not invested in a 
successful outcome for this project; this was why I built in a support system, I had a committee 
who guided me, and an IRB review to ensure that I upheld the ethics and honor of researchers. 
This proposed study design was submitted to IRB, and I worked closely with my committee to 
ensure that no boundaries were crossed.  
Study Design Limitations 
 No researcher can conduct a perfect study, and this one was no different. Limitations of 
this study included a small number of participants and quantitative analysis through survey data. 
Recruitment for Phase 1 took place through known networks and relationships. An email was 
also sent to Life is Good Playmakers mailing list, which consists of people who are already 
familiar with the playmaker approach and who likely agree with the need for optimism at work. 
Participants from the Life is Good Playmaker email list are likely already aware of the need for a 
positive and optimistic approach to organizational culture. Additional limitations included a lack 
of access to the study; participants who were not currently working full-time for an organization 
with 20 or more full-time employees were not considered. Given that this study took place 
during the pandemic of 2020, and many Americans (and people around the world) lost their jobs 
due to the necessary restrictions of stay-at-home orders, people who may had been eligible 
otherwise were not eligible during this study. In Phase 2, only one pilot partner was used. The 
MBI-GS was missing an item in error. Some of the demographic questions were not as inclusive 




This chapter reviewed the QUAN  quan(qual) mixed-methods approach to revising and 
validating the Optimism Profile, and creating two new scales the Organizational OptiMeasure, 
and the Optimistic Leadership Scale. The survey was developed through existing scales and 
informal feedback from peers and related professionals. Survey responses were collected through 
SurveyMonkeyTM and were analyzed using SPSS. A variety of data analyses was conducted, 
including descriptive statistics, confirmatory factor analysis, correlation analysis, regression 
analysis, and narrative analysis. The results of the survey are shared in Chapter IV.
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Chapter IV: Results 
“Perpetual Optimism is a Force Multiplier” (Powell, 2014, p. 27). 
The Life is Good Playmakers created the Optimism Profile to measure an employee’s 
perceptions of their experience with workplace optimism through four domains: connection, 
engagement, empowerment, and joy. The Playmakers believe that if a person is connected, 
engaged, empowered, and joyful, they will be able to practice their optimism. Optimism is 
defined as a person’s ability to see, feel, and focus on the good in themselves, in others, and in 
the world around them. The original audience for the Optimism Profile were organizations that 
work with children: hospitals, schools, daycares, behavioral health centers, and enrichment 
organizations.  
The purpose of this study was to create and validate scales that can be used as tools to 
measure an employee’s personal experiences with workplace optimism, optimistic leadership, 
and a workplace’s ability to cultivate optimism as well as to explore the influence of personal 
optimism on organizational optimism. Research for this mixed-methods study was conducted in 
two Phases. In Phase 1, survey data were collected and analyzed using descriptive, correlational, 
and exploratory and confirmatory factor analysis. In Phase 2, the resulting scales were tested 
with the 30-person office staff for a U.S. manufacturing plant in the Midwest. A five person 
focus group explored the results of their surveys and provided feedback. This chapter explores 
the findings from both phases.  
Phase 1 of the study covers the following six research questions:  
1. What factors emerge through exploratory and confirmatory factor analysis with the 
items from the Optimism Profile that were designed to measure empowerment, 
connection, joy, and engagement? 
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2. What factors emerge through exploratory and confirmatory factor analysis with the 
items designed to measure optimistic leadership? 
3. What factors emerge through exploratory and confirmatory factor analysis with the 
items designed to measure organizational optimism? 
4. Are the MBI-GS and LOT-R factor validated with this study’s sample, and do they 
offer confirmatory and discriminatory validation with the factors that emerged 
through factor validation of the Optimism Profile scale? 
5. Does a person’s personal experience with optimism at work influence their perception 
of their workplace’s readiness to cultivate a culture of optimism? 
6. Does the LOT-R predict the Optimism Profile? 
Phase 2: of the study covers the following research question:  
7. Do the factor-validated results from the Optimism Profile, optimistic leadership, and 
organizational optimism items, align with the participants’ perceptions of their 
organizations? 
Phase 1 
 In this first phase, survey data were gathered, cleaned, and prepared for analysis. Data 
were then analyzed using exploratory and confirmatory factor analysis to address the first six 
research questions.  
Data Cleaning 
 Collected survey data were downloaded from SurveyMonkey as Excel files. Initial 
responses before cleaning totaled 1,011 cases. The responses were reviewed for completeness to 
ensure that the participants met relevant criteria for this study. Participants were required to be 
adults who worked full-time at an organization with 20 or more employees. Two responses were 
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excluded because the potential respondents were under 18. An additional 303 responses were 
excluded because they did not work full time at an organization with 20 or more employees, or 
they neglected to answer the employment questions, and their work status or organization size 
could not be confirmed. Table 4.1 shows the breakdown of dropouts based on eligibility and 
completion. Survey responses were also removed if they were incomplete; that is if they did not 
answer all the scale statements or the necessary demographic statements. Anyone who neglected 
to answer the relevant employment questions or did not qualify based on their responses were 
removed, leaving 706 responses before assessing outliers.  
Table 4.1 
Number of Completed Cases  
 Deleted Eligible 
Total submitted surveys 
Filter questions 







   Do you work full-time at a company with 20 or more employees? 97 912 
Survey questions 
   How many employees work at your organization? 
   How many hours a week do you work? 










The quantitative data were further reviewed for univariate and multivariate outliers using 
SPSS. Boxplot outliers were run for all scale items. The five cases that were outliers for 30 or 
more of the proposed scale items were removed from analysis. Furthermore, the dataset was also 
reviewed in SPSS for multivariate outliers using the Mahalanobis Distance Test (Tabachnick & 
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Fidell, 2013). An additional four cases were removed because they were identified as 
multivariate outliers for three of the scales. After removing all unqualified cases, 697 responses 
remained. A small, randomly selected subset of 101 participants completed the MBI-GS. These 
responses were pulled into a separate file for analysis of the MBI-GS results.  
Survey Participant Demographics 
 Of the 697 responses included for analysis, 82.9% identified as female, 16.7% identified 
as male, 0.4% selected “Prefer to Self-Describe,” and 0.4% chose not to respond to the gender 
question. The age range of participants varied. Of the 697 participants 44.3% were between the 
ages of 50 and 64, 34.1% were between the ages of 35 and 49, 12.2% were between the ages of 
25 and 34, 8.2% were over 65, and 1.1%, were between the ages of 18 and 24. The majority of 
respondents (87.8%) identified their race or ethnicity as white. More than half of participants 
(51.4%) had an advanced degree. Table 4.2 contains the demographic data.  
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Table 4.2  
Demographics of Phase 1 Survey Participants (N = 697) 
Variable Response Category Frequency % 
Gender Male 116 16.6 
 Female 575 82.5 
 Prefer to Self-Describe 3 0.4 
 Unknown 3 0.4 
    
Ethnicity White 612 87.8 
 Hispanic or Latino 28 4.0 
 Black or African American 27 3.9 
 Other 27 3.9 
 Unknown 3 0.4 
    
Age 18 to 24 8 1.2 
 25 to 34 85 12.6 
 35 to 49 238 34.1 
 50 to 64 309 44.3 
 65+ 57 8.1 
    
Education Level High School or Less 18 2.6 
 Some College 97 13.9 
 Bachelor’s Degree 223 32.0 
 Advanced Degree 357 51.2 
 Unknown 2 0.3 
    
Number of Employees 20 to 49 76 10.9 
 50 to 99 91 13.1 
 100 to 249 104 14.9 
 250 to 499 79 11.3 
 500+ 347 49.8 
    
Average Hours Per Week 30 to 40 323 46.3 
 More than 40 374 53.7 
    
Years at Company Less than 3 years 155 22.2 
 3 to 5 years 119 17.1 
 6 to 10 years 132 18.9 
 11 to 20 years 152 21.8 
 More than 20 years 137 19.7 





Maslach Burnout Scale (MBI-GS) Survey Participants.  
A smaller subset (101 cases) of the 697 survey respondents were randomly selected to 
complete the Maslach Burnout Scale. A separate survey that contained the MBI-GS questions 
was created in SurveyMonkey and the links were renamed at random so that participants were 
directed to either the survey with or without the MBI-GS. Of the 101 responses included for 
analysis, 77.2% identified as female and 22.8% identified as male. The age range of participants 
varied. Of the 101 participants 31.7% were between the ages of 50 and 64, 48.5% were between 
the ages of 35 and 49, 11.9% were between the ages of 25 and 34, 6.9% were over 65, and 1.0%, 
were between the ages of 18 and 24. Most respondents (88.1%) identified their race or ethnicity 
as white. More than half of participants (63.4%) had an advanced degree. A complete illustration 




Demographics of Phase 1 Participants who took the MBI-GS (N = 101) 
Variable Response Category Frequency % 
Gender Male 23 22.8 
 Female 78 77.2 
    
Ethnicity White 89 88.1 
 Hispanic or Latino 4 4.0 
 Black or African American 5 5.0 
 Other 3 3.0 
    
Age 18 to 24 1 1.0 
 25 to 34 12 11.9 
 35 to 49 49 48.5 
 50 to 64 32 31.7 
 65+ 7 6.9 
    
Education Level High School or Less 1 1.0 
 Some College 9 8.9 
 Bachelor’s Degree 27 26.7 
 Advanced Degree 64 63.4 
    
Number of Employees 20 to 49 9 8.9 
 50 to 99 14 13.9 
 100 to 249 15 14.9 
 250 to 499 17 16.8 
 500+ 46 45.5 
    
Average Hours Per Week 30 to 40 48 47.5 
 More than 40 53 52.5 
    
Years at Company Less than 3 years 17 16.8 
 3 to 5 years 22 21.8 
 6 to 10 years 18 17.8 
 11 to 20 years 21 20.8 
 More than 20 years 22 21.8 




Research Question 1 
Once demographics were examined, the data were analyzed to address the first research 
question: What factors emerge through exploratory and confirmatory factor analysis with the 
original Optimism Profile items, and the additional items designed to clarify and fully address 
the Optimism Profile concepts of joy, engagement, connection, and empowerment? The process 
used to address this question is described below.  
Descriptive Statistics and Correlations. Descriptive statistics, including means, 
standard deviations, and measures of skewness and kurtosis, were run for each of the 49 potential 
scale items (Table 4.4). The 49 statements designed for the Optimism Profile included 28 items 
that were developed for the original scale. Some of these 28 items were revised because they 
were double-barreled statements. For example, the statement, “my ideas and opinions are heard 
and acted upon” was revised into four statements: “my ideas are heard,” “my ideas are acted 
upon,” “my opinions are heard,” and “my opinions are acted upon.” This statement was revised 
in this way because it is believed that while your ideas may be heard, your opinions may not be 
heard, and while your ideas may be heard, they may not be acted upon, making it difficult for the 
respondent to answer. Additional statements were also added to ensure that each of the four the 
Optimism Profile concepts was fully covered.  
The variable naming convention for the Optimism Profile-designed items was based on 
the original construct designation and the order in which they appeared in the survey. The 
constructs were labeled Empowerment (EMP), Joy (JOY), Connection (CON), Engagement 
(ENG). Items that were in the original scale were further denoted with “_OG.” For example, 
“CON1_OG” was designed to measure connection (CON), was the first connection item (1) in 
the survey and was one of the original the Optimism Profile items (OG).  
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Survey response options included 1 (strongly disagree), 2 (disagree), 3(somewhat 
disagree), 4(somewhat agree), 5 (agree), and 6 (strongly agree). Skewness and kurtosis 
measures were evaluated to identify any statements that needed to be removed. Items with 
extreme levels of skewness > |2.5| and kurtosis, > |3.0| were removed (Abell et al., 2009; Baron, 
2018, Tabachnick & Fidell, 2013). One item, ENG7 “I am proud of the work I produce,” had a 
kurtosis level of 4.3 and was identified for elimination. 
Table 4.4 
Descriptive Statistics for Proposed Optimism Profile Scale Items 




CON1_OG At work, I feel like I am 
part of a team. 
 
4.96 1.075 -1.192 1.457 
CON2_OG My colleagues and I are 
working toward common 
goals for our organization. 
 
4.95 1.012 -1.152 1.684 
CON3 I have friends at work. 
 
5.07 1.003 -1.178 1.511 
CON4_OG My colleagues and I share 
similar values for the 
organization. 
 
4.66 0.994 -0.979 1.545 
CON5 I feel connected with 
others at work. 
 
4.81 1.094 -0.971 0.774 
CON6_OG There is time during the 
day to for casual 
interaction with my 
colleagues. 
 
4.60 1.164 -0.969 0.819 
CON7 I like my coworkers. 
 
5.03 0.830 -0.880 1.744 
CON8_OG There is time during the 
day to collaborate with 
my colleagues. 
 
4.56 1.097 -0.988 0.993 
CON9_OG The feedback I receive 4.70 1.073 -1.059 1.298 
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from others helps me get 
better at my job. 
 
CON10 The people I work with 
trust each other. 
 
4.29 1.183 -0.749 0.194 
CON11 I know about my 
colleagues lives outside of 
work. 
 
4.60 1.042 -0.901 1.345 
CON12_OG I receive recognition from 
others for my work. 
 
4.47 1.194 -0.810 0.454 
CON13 My colleagues know 
about my life outside of 
work. 
 
4.46 1.138 -0.753 0.519 
CON14_OG At work, we recognize 
important moments for 
employees. 
 
4.37 1.292 -0.683 -0.078 
ENG1 I feel engaged at work. 
 
5.01 1.046 -1.299 2.043 
ENG2 When engaging with 
others at work, I give 
them my full attention. 
 
5.14 0.731 -0.682 1.248 
ENG3_OG In my job, I have frequent 
opportunities to learn. 
 
4.80 1.138 -1.027 0.890 
ENG4 I am able to produce 
quality work. 
 
5.31 0.729 -1.092 2.319 
ENG5 I feel productive in my 
day-to-day job. 
 
4.90 0.968 -1.154 2.002 
ENG6_OG At work, I have 
opportunities to do what I 
do best. 
 
4.73 1.121 -0.965 0.709 
ENG7 I am proud of the work I 
produce. 
 
5.25 0.786 -1.442 4.303 
ENG8_OG In my job, I have 4.33 1.327 -0.791 0.076 
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opportunities to grow 
professionally. 
 
ENG9_OG My work energizes me. 
 
4.36 1.177 -0.769 0.368 
ENG10 At work, I can become so 
engrossed in an activity 
that I lose track of time. 
 
4.72 1.132 -0.884 0.507 
EMP1_OG I feel safe at work. 
 
5.02 1.061 -1.233 1.417 
EMP2_OG I know to whom I can turn 
if I have a problem at 
work. 
 
4.82 1.193 -1.061 0.633 
EMP3_OG I feel that my ideas are 
acted upon. 
 
4.29 1.181 -0.761 0.393 
EMP4_OG I feel that my opinions are 
heard. 
 
4.38 1.161 -0.878 0.593 
EMP5_OG I feel that my ideas are 
heard. 
 
4.35 1.190 -0.878 0.604 
EMP6 At work, I am effective 
in achieving my goals. 
 
4.80 0.891 -1.078 2.355 
EMP7_OG I have the resources that I 
need to do my work well. 
 
4.48 1.185 -0.847 0.486 
EMP8 The people I work with 
each day care about me as 
a person. 
 
4.79 1.098 -1.182 1.687 
EMP9_OG I have the time I need to 
get my work done well. 
 
4.28 1.258 -0.795 0.224 
EMP10_OG I am trusted to be creative 
in my work. 
 
4.76 1.133 -1.015 0.960 
EMP11 I am empowered to work 
independently. 
 
5.09 1.038 -1.381 2.075 
EMP12_OG My supervisor has 5.13 1.000 -1.537 2.990 
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confidence in my abilities. 
EMP13 I know what decisions I 
can make at work. 
 
4.89 0.920 -1.151 2.307 
EMP14_OG My colleagues have 
confidence in my abilities. 
 
5.14 0.768 -0.941 1.757 
JOY1_OG I get to do things I enjoy 
at work. 
 
4.94 0.945 -0.930 1.402 
JOY2_OG At work, we celebrate 
important moments for the 
organization as a whole. 
 
4.36 1.324 -0.657 -0.292 
JOY3_OG I smile at work. 
 
5.17 0.864 -1.137 1.917 
JOY4_OG I have fun while I am at 
work. 
 
4.54 1.098 -0.936 1.134 
JOY5_OG I laugh at work. 
 
4.95 0.919 -0.999 1.617 
JOY6 I find purpose in my work. 
 
5.03 1.065 -1.254 1.752 
JOY7 I enjoy the work I do. 
 
5.01 0.980 -1.060 1.386 
JOY8 I have positive feelings 
about my work. 
 
4.88 1.019 -1.243 2.076 
JOY9 I have meaningful work 
goals. 
 
4.71 1.089 -1.030 1.173 
JOY10 I look forward to working. 
 
4.46 1.148 -0.884 0.654 




4.17 1.372 -0.718 -0.260 
  
Bivariate correlations were run and evaluated for each potential scale item with all other items. 
All items correlated with at least one other item at = > |.30|; this indicated that items shared at 
least 9% (.30 x .30) of their variance. All 48 items designed to measure an aspect of the four 
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Optimism Profile concepts correlated with at least one other item at |.30| or greater; thus, no 
items were removed for lack of shared variance with the other items (see Appendix I for the full 
correlation matrix). 
Exploratory Factor Analysis. Principal Component Analysis (PCA) was used to 
identify the number of factors that emerged from the survey items designed to be measures of the 
four Optimism Profile concepts. PCA is a commonly used method of data reduction and 
identifying distinct components within a set of items designed to measure the proposed construct, 
as well as the number of components, or factors, that underlie the construct. The Optimism 
Profile was expected to measure four components or factors: joyfulness, engagement, 
connection, and empowerment.  
Prior to running factor analysis, the Kaiser-Meyer-Olkin (KMO) measure of sampling 
adequacy and Bartlett’s Test of Sphericity were used to determine if the sample was appropriate 
for factor analysis. A sample size greater than 300 is generally adequate, but KMO scores were 
calculated to confirm that the sample was sufficient for factor analysis (Nunnally, 1978). A 
KMO score above .60 is adequate, with ideal scores being as close to 1.0 as possible 
(Worthington & Whittaker, 2006). Given that the sample size for this study was 697, it was to be 
expected that the KMO and Bartlett’s measures would be adequate. The KMO score for this 
sample was .967 with a significance level of .000. 
Principal Component Analysis. PCA with varimax rotation was used because it allows 
for the data to be examined from multiple angles instead of a single angle (DeVellis, 2013; Field, 
2013). Rotation allows for a full picture of the data. Items that cross-loaded on more than one 
component at .45 or higher or that did not load on any component at > .45 were eliminated after 
each iteration before the next run. Lower loading cut-offs were used in initial test runs, but these 
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tests resulted in items loading on too many factors. Components with eigenvalues < = 1.0 were 
not considered for the final scale (George & Mallery, 2011; Osborne et al., 2008). Any 
component with an eigenvalue < 1.00 essentially does not explain the variance any better than an 
individual item (Baron, 2018; Kaiser, 1960). 
 Using a .45 cut-off, the first iteration resulted in seven components. Five items were 
deleted before running the second iteration; the deleted items included two that did not load at all 
and three that cross-loaded on multiple components. The second iteration again resulted in seven 
components. No items failed to load on a component with a = > .45 loading and no items loaded 
on more than one factor. However, the last component only contained one item, “When engaging 
with others at work, I give them my full attention,” and this item was deleted prior to the next 
iteration. In the third iteration, six components emerged, with three items loading on more than 
one factor; these three items were removed before the next iteration. In Iteration 4, six 
components were identified, and no items loaded on more than one factor. Table 4.5 shows the 
number of items removed in each round.  
Table 4.5 
Principal Component Analysis with a .45 Cut-Off for the Optimism Profile 
 Components with 
Eigenvalue >1 
Items removed due to 
loading on more than 1 
component 
Items removed due to 
not loading at all. 
Iteration 1 7 3 1 
Iteration 2 7 0a 0a 
Iteration 3 6 3 0 
Iteration 4 6 0 0 




 The resulting model from the fourth iteration included six factors; together these factors 
explained 64.2% of the variance. Factor 1, “Joyful Engagement,” was comprised of 13 items that 
explained 43.0% of the variance with factor loadings from .501 to .823. Factor 2, Team Values 
included nine items that explained 7.0% of the variance with factor loadings from .555 to .692. 
The third factor, “Friendships” contained five items that explained 4.7% of the variance and had 
factor loadings from .541 to .767. The fourth factor, “Autonomy,” was comprised of five items 
and explained 3.5% of the variance with factor loadings from .526 to .722. The fifth factor 
“Resources” was comprised of four items and explained 3.2% of the variance with factor 
loadings from .503 to .736. The final factor “Celebrations” contained three items and explained 
2.9% of the variance with factor loadings from .695 to .793. Table 4.6 shows total variance 




Total Variance Explained for PCA of the Optimism Profile  
Component 
Initial Eigenvalues 
Extraction Sums of Squared 
Loadings 















1 16.78 43.0 43.0 16.78 43.0 43.0 7.64 19.6 19.6 
2 2.74 7.0 50.0 2.74 7.0 50.0 5.63 14.4 34.0 
3 1.82 4.7 54.7 1.82 4.7 54.7 3.81 9.8 43.8 
4 1.35 3.5 58.2 1.35 3.5 58.2 3.10 7.9 51.7 
5 1.25 3.2 61.4 1.25 3.2 61.4 2.47 6.3 58.0 
6 1.12 2.9 64.2 1.12 2.9 64.2 2.42 6.2 64.2 
Note. Extraction Method: Principal Component Analysis. 
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Table 4.7 shows the item loadings for each of the six factors. In looking at the final scree 
plot, the elbow, the point where the graph shifts from vertical to horizontal, is somewhere 
between two and three. This suggested that the expected number of components should be two 
or three (Baron, 2018). 
Table 4.7 
Principal Component Analysis Results for the Optimism Profile  
  
Components and Loadings 




Friendships Autonomy Resources Celebrations 
ENG4 I am able to produce 
quality work.  
.50 
     
ENG10 At work, I can become 
so engrossed in an 
activity that I lose track 
of time.  
.52 
     
JOY3_OG I smile at work.  .53 
     
EMP6 At work, I am effective 
in achieving my goals.  
.56 
     
JOY8 I have positive feelings 
about my work.  
.66 
     
ENG5 I feel productive in my 
day-to-day job.  
.69 
     
ENG6_OG At work, I have 
opportunities to do what 
I do best.  
.69 
     
JOY9 I have meaningful work 
goals.  
.71 
     
ENG9_OG My work energizes me.  .74 
     
JOY10 I look forward 
to working.  
.74 
     
JOY1_OG I get to do things I enjoy 
at work.  
.75 
     
JOY6 I find purpose in my 
work.  
.81 
     
JOY7 I enjoy the work I do.  .82 
     
EMP2_OG I know to whom I can 
turn if I have a problem 
at work.  
 
.56 
    
CON10 The people I work with 
trust each other.  
 
.59 
    
CON4_OG My colleagues and I 
share similar values for 
the organization.  
 
.62 
    
EMP3_OG I feel that my ideas are 
acted upon.  
 
.63 




Components and Loadings 




Friendships Autonomy Resources Celebrations 
EMP1_OG I feel safe at work.  
 
.63 
    
CON1_OG At work, I feel like I am 
part of a team.  
 
.63 
    
CON2_OG My colleagues and I are 
working toward 




    
EMP4_OG I feel that my opinions 
are heard.  
 
.69 
    




    
JOY5_OG I laugh at work.  
  
.54 
   
CON7 I like my coworkers.  
  
.61 
   
CON3 I have friends at work.  
  
.74 
   
CON13 My colleagues know 




   
CON11 I know about my 
colleagues lives outside 
of work.  
  
.77 
   
EMP11 I am empowered to 
work independently.  





My colleagues have 
confidence in my 
abilities. 
   
.55 
  
EMP13 I know what decisions I 
can make at work.  





I am trusted to be 
creative in my work.  





My supervisor has 
confidence in my 
abilities.  
   
.72 
  
EMP7_OG I have the resources that 
I need to do my work 
well.  
    
.50 
 
CON8_OG There is time during the 
day to collaborate with 
my colleagues.  
    
.59 
 
CON6_OG There is time during the 
day to for casual 
interaction with my 
colleagues.  
    
.65 
 
EMP9_OG I have the time I need to 
get my work done well.  
    
.74 
 
JOY2_OG At work, we celebrate 
important moments for 
the organization as a 
whole.  




At work, we recognize 
important moments for 
employees.  





Components and Loadings 











     
.79 
Note. Factor loadings < .45 are suppressed. Rotation Method: Varimax with Kaiser Normalization. 
Six factors emerged from PCA with the items designed to measure an employee’s 
personal experience of workplace optimism. These components were labeled as Joyful 
Engagement, Team Values, Friendship, Autonomy, Resources, and Celebrations. Each of these 
six components had connections to the original four domains that Life is Good Playmakers 
identified. The joyful engagement component had the highest eigenvalue and the highest 
number of items with loadings = > .45. The joyful engagement component demonstrates the 
interconnectedness of joy and engagement. Joy and engagement were two separate components 
in the original version of the Optimism Profile. The items in the Autonomy component were all 
from the original empowerment component and reflect independence and support for 
autonomous decision-making. The Team Values component reflects the nature of connection 
and shared values. The Friendship component reflects a sense of casual friendly connection. 
The Resource’s component contained original empowerment and connection statements related 
to the availability of time and resources, to do the work; time here is viewed as resource. The 
Celebrations component included original joy and connection statements. Inter-item correlations 
for the PCA-validated Optimism Profile can be found in Appendix J.  
Reliability Statistics and Factor Correlations. Once PCA was complete, reliability 
statistics were reviewed to determine if Cronbach’s alpha for the components, or factors, could 
be improved by deleting an item. For Celebrations, the reliability statistics was .866, and 
deletion of items was not recommended. For Resources, Cronbach’s alpha was .783 and 
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deletion of items was not recommended. For Autonomy, Cronbach’s alpha was .816 and again 
no items were recommended for deletion. Cronbach’s alpha for Friendships was .854, with no 
items were recommended for deletion. For Team Values, Cronbach’s alpha was .917, with no 
items recommended for deletion. Finally, for Joyful Engagement, Cronbach’s alpha was .932, 
one item 8ENG1 would have increased Cronbach alpha to .934. Cronbach’s alpha is 
recommended to be below .90 as higher scores may indicate that there are redundant items 
(Streiner, 2003; Takavol & Dennick, 2011). However, with an already high reliability, the 
decision was made to keep all Joyful Engagement items.  
Factor scores were created by adding together the items of each component and then 
dividing by the number of items to get an average score. Table 4.8 shows the bivariate 
correlations between the factor scores for each of six factors from the initial PCA model.  
Table 4.8 
Bivariate Correlations Between PCA-Validated Optimism Profile Factors: Autonomy, 
Friendships, Team Values, Joyful Engagement, Celebrate, and Resources (N = 697) 
 AU FR TV JE CE R 
Autonomy (AU) 1 
     
Friendships (FR) .57
** 1 
    
Team Values (TV) .72
** .61** 1 
   
Joyful Engagement (JE) .67
** .54** .71** 1 
  
Celebrate (CE) .52
** .52** .63** .48** 1 
 
Resources (R) .57
** .56** .65** .56** .55** 1 
**. p < .01 
Confirmatory Factor Analysis. To confirm the PCA results, Confirmatory Factor 
Analysis (CFA) was run on the components that emerged from PCA. PCA is a data reduction 
tool that reduces the number of items into their appropriate factors. Then CFA is used to 
confirm the model through data fit statistics (Brown, 2015; Kahn, 2006). Like PCA, the CFA 
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process is iterative; in each round the data were analyzed, and decisions were made to change 
the model to improve model fit indices. The first step of CFA was to enter the factor model 
from PCA into AMOS and evaluate the model for initial goodness-of-fit. Three goodness-of-fit 
indices were used:  
• Relative chi-square or chi-square divided by degrees of freedom (CMIN/DF) < 3 
good; < 5 sometimes acceptable (Hu & Bentler, 1999).  
•  Comparative fit index (CFI) > .95 great; > .90 traditional, > .80 sometimes 
acceptable (Hu & Bentler, 1999) 
• Root Mean Square Error of Approximation (RMSEA) for parsimony correction < 
.08 is considered an acceptable albeit mediocre fit (MacCallum et al, 1996; Hu & 
Bentler, 1999; Kahn, 2006).  
The initial CFA runs with the Resources and the Celebrations components accounted for 
a low percentage of variance explained in the PCA results. Furthermore, in initial CFA runs, 
with these components included, overall goodness-of-fit statistics did not meet accepted 
standards, with CMIN/DF = 5.084, CFI = .850, and RMSEA = .077.  
The model fit indices provide standards to evaluate the model at a global level. In this 
study, the model fit indices were evaluated, and then local level constraints were evaluated to 
identify potential items for deletion or covariation (Brown, 2015). The local level indices are 
modification indices and standardized residual covariances. High modification indices between 
two items indicates that there is a potential misfit in the proposed CFA model (Brown, 2015). 
High modification indices indicate that two or more items may be measuring the same variable. 
Initially, items with a modification index above 35 were evaluated and in the final round, all 
modification indices were below 23. Standardized residual covariances were the second 
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measure of fit criterion used. Items with standardized residual covariances above 2.5 were 
examined in each iteration. Decisions to remove or covary items were based on looking at both 
modification indices and standardized residual covariances.  
In preliminary CFA runs, the Resources and Celebration component items consistently 
fell out of the overall model due to low loadings (< .50), high modification indices with 
variables in other components, as well as high standardized residual covariances with other 
items. Considering the low percentage of variance explained in the PCA results by these two 
components (3.2% and 2.9% respectively), and the low loadings and high modification index 
and standardized residual covariance criteria, the decision was made to run the final CFA 
without the Resources and Celebrations items. Extant literature suggests that there is an 
interconnected nature between resources and celebrations in optimism. Access to resources is 
beneficial to building optimism and engaging in positive thinking builds resources (Fredrickson 
et al., 2008; Heinenon et al., 2006). All four of the “Resources” items were original or modified 
original Optimism Profile statements. The items that were removed were: 
• EMP7_OG, “I have the resources that I need to do my work well.” 
• CON8_OG, “There is time during the day to collaborate with my colleagues.” 
• CON6_OG, “There is time during the day for casual interaction with my 
colleagues.” 
• EMP9_OG, “I have the time I need to get my work done well. 
Existing literature also suggests that celebrating important moments, engaging in social 
enjoyment are helpful for building a culture of optimism at work (Murphy, 2015; Tsaur et al., 
2019). All three of the “Celebrations” items were also original or modified original Optimism 
Profile statements. The removed Celebrations items included:  
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• JOY2_OG, “At work, we celebrate important moments for the organization as a 
whole.” 
• CON14_OG, “At work, we recognize important moments for employees.” 
• JOY11_OG, “Our organization encourages some non-work-related celebrations.” 
While the Resources and Celebration component items may play a role in producing an 
optimistic work environment, in this model they were overshadowed by the items in the other 
four components that emerged from PCA.  
After completing PCA, reliability testing, and preliminary test runs of CFA, the 
Resources and Celebration factors were eliminated, leaving four factors for CFA. The number 
of potential variables for the Optimism Profile was reduced from 49 to 32, with a total of four 
components. The remaining components and their associated items were run through CFA. The 




Table 4.9  
CFA Model Fit Statistics and Deletions for the Optimism Profile Based on Modification Indices 
(MI) and Standardized Residual Covariances (SRC) 
Iteration Chi Square PCMIN/DIF CFI RMSEA Item(s) deleted and rationale 
1 2680.813 5.853 .857 .084 Joy5 due to SRC 
 
2 2350.794 5.493 .871 .080 CON7 due to SRC 
 
3 2095.893 5.253 .881 .078 CON3 due to MI and SRC 
 
4 1963.293 5.292 .885 .079 CON2_OG due to MI and SRC 
 
5 1712.705 4.979 .898 .076 CON1 due to MI and SRC 
 
6 1508.688 4.744 .908 .073 JOY8 due to MI and SRC 
 
7 1316.302 4.492 .915 .071 EMP6 due to MI and SRC 
 
8 1171.481 4.355 .922 .069 ENG4 due to MI and SRC 
 
9 1051.893 4.276 .928 .069 Joy10 due to MI and SRC 
 
10 986.705 4.103 .933 .067 JOY3_OG due to SRC 
 
11 852.733 4.201 .935 .068 CON1_OG due to SRC 
 
12 742.674 4.058 .941 .066 Con11 and Con13 were 
removed due to being a two-
component factor 
 
13 629.208 4.223 .945 .068 EMP1_OG due to SRC 
 
14 515.973 3.909 .954 .065 EMP12_OG due to MI. 
 
15 414.772 3.576 .962 .061 ENG10 due to low loading .51 
 
16 363.618 3.600 .966 .061 EMP14_OG due to SRC 
 
17 299.994 3.448 .971 .059 EMP5_OG due to loading 
remarkably high .97 
 
18 233.897 3.161 .973 .056 None 
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The model from the first rounds of iterations created a three-factor model. The Autonomy 
component had three items, the Team Values component had four items, and the Joyful 
Engagement component had seven items. All items loaded between .57 and .93. The Team 
Values and Autonomy components had the strongest correlation, .79. Autonomy and Joyful 
components correlated at .74. And the Team Values and Joyful Engagement components 
correlated at .69. Figure 4.1 shows the initial three-factor, 14 item model that was created from 




The Optimism Profile Scale Model Resulting From Confirmatory Factor Analysis 
 
Note. Correlations between factors and items are shown. 
Model Fit. Following the final round of CFA, the goodness-of-fit measures for the 
model were all within acceptable ranges, with CMIN/DF = 3.161, CFI = .97, and RMSEA = 
.056. The final CFA model resulted in a 14-item scale that met goodness-of-fit standards. 
Reliability and Validity. Following model fit analysis and ensuring a good model fit for 
the factor-validated scale, reliability and validity tests were conducted. Composite reliability, 
average shared variance, and maximum shared variance were analyzed for each of the 
components. Composite reliability should be = > .7 and measures the reliability of the 
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individual scale (Gaskin, 2020; Hair et al., 2010). Average shared variance should be = > .5 and 
measures convergent validity or how well the items in a component correlate with each other 
(Gaskin, 2020; Hair et al, 2010). The final measure is maximum-shared variance, which 
identifies whether items from one component correlate strongly with items in another 
component. The maximum-shared variance measures for both Autonomy and for Team Values 
were above the average shared variance measure, indicating that there were inter-item 
correlations. Table 4.10 contains initial reliability and validity results. 
Table 4.10 
Initial Reliability and Validity Results for CFA-Validated Optimism Profile Scale 
 
CR AVE MSV 
Team Values  .850 .594 .621 
Autonomy  .758 .512 .621 
Joyful Engagement  .924 .635 .540 
 
Maximum shared variance scores were above the average shared variance scores for 
both the Team Values and Autonomy subscales, indicating a possible discriminate validity 
issue.  
When maximum shared variance for a component is higher than average variance 
explained and there is a possible theoretical explanation, a second order factor can be created to 
accommodate the intercorrelated items (Gaskin, 2020). The two components with MSV issues 
were evaluated and it was decided that a theoretical justification could be made for a second 
order factor. The original items of the Autonomy and Team Values subscales were intended to 
measure empowerment and connection. The literature that was used to create the original 
Optimism Profile indicated that autonomy, internal control, connection, and shared values are 
essential in creating an environment that allows for optimistic thinking (Cornelli Sanderson et 
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al., 2016). In reviewing the items, a clear theme of Empowered Connection was identified. The 
items all speak to creating an environment where individuals can feel empowered and heard. 
The items in the two highly correlated proposed subscales illustrated a sense of empowered 
connection and the second order factor was created. Model fit was tested again and remained 
unchanged. The data also indicated a strong correlation between these two components and both 
theoretical and empirical evidence supported the creation of a second order factor. 
 After creating a second order factor, the reliability and validity tests were run again. The 
Joyful Engagement sub-scale had CR = .848, AVE = .635, and MSV = .640. The Empowered 
Connection sub-scale had CR = .883, AVE = .790, and MSV = .640. The final reliability and 
validity scores are shown in Table 4.11.  
Table 4.11 
Final Reliability and Validity Results for the Optimism Profile Scale Model 
 
CR AVE MSV 
Empowered Connection  .883 .790 .640 
Joyful Engagement  .848 .635 .640 
 
The changes to the model improved discriminant validity issues, the model fit was 
again evaluated, and the goodness-of-fit statistics were unchanged. The final model fit 
statistics were again all within acceptable levels, with CMIN/DF = 3.161, CFI = .973, and 
RMSEA = .056. Inter-item correlations were run for the final items in the factor-validated 
Optimism Profile scale. The inter-item correlations varied between .33 and .81 and are shown 
in Appendix K. Figure 4.2 shows the final CFA Optimism Profile model.  
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Figure 4.2  
CFA-Validated Optimism Profile Model with a Second Order Component  
 
Note. Correlations between factors and items are shown. Full item statements can be found in 
Appendix K. 
The narrative survey responses offered support to the idea that people who experience 
feelings of optimism or positivity at work feel a sense of empowered connection and joyful 
engagement. A particularly compelling response stated: 
One of the departments I worked [for] in my health care facility was remarkable for its 
positivity. The manager stressed the importance of our goal in providing excellent care 
for our patients. We were empowered to ensure great patient care. The delivery drivers 
to the nurses to the person who answered the phone knew their main role was helping 
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the patient in any way needed. As a result, the staff developed a strong positive bond. 
Everyone was family. In my 44 years as a nurse, it was absolutely my favorite place to 
work. 
 
The respondent Indicates that they felt empowered and connected to the other staff; they shared 
common and meaningful goals and they enjoyed their work. Other respondents who shared 
positive feelings about work shared similar sentiments of feeling empowered, connected, and 
finding meaning and joy in their work.  
Based on CFA, the Optimism Profile contained the first order factor Joyful Engagement 
and the second order Empowered Connection factor. The final model is similar to the proposed 
theory based on the original Life is Good Playmakers Optimism Profile scale; however, this 
CFA-validated model combines the original four domains (Joy, Engagement, Connection, and 
Empowerment) to a two-factor model combining the with acceptable goodness-of-fit statistics: 
Joyful Engagement and Empowered Connection. Based on CFA, the multi-dimensional scale 
with two components and 14 items met CMIN/DF, CFI, and RMSEA goodness-of-fit standards.  
Research Question 2 
Research Question 2 asked, “What factors emerge through exploratory and confirmatory 
factor analysis with the items designed to measure optimistic leadership?” The process to 
address Research Question 2 followed a similar process to that used for Research Question 1. 
There were nine original items related to optimistic leadership. Optimistic leadership was based 
on the concept of goodification. Goodification was a term coined by Life is Good Playmakers 
and defined as the process of seeing the good and amplifying it in ourselves, others, as well as 
in projects, initiatives, and processes. Optimistic Leadership is defined as leadership that 
happens through seeing and amplifying the good in ourselves, others, as well, as projects, 
initiatives, and process. 
123 
 
Descriptive Statistics and Correlations. Descriptive statistics, including means, 
standard deviations, and measures of skewness and kurtosis, were run for each of the nine 
potential scale items. The variable names were labeled using the same naming convention used 
for the Optimism Profile items, with proposed construct, followed by construct order in the 
survey question. Organizational optimism questions were indicated as OPT and optimistic 
leadership questions were indicated with GOOD. For example, item GOOD1 was about 
optimistic leadership (GOOD), and was the first optimistic leadership item (1) in the survey.  
Survey response options included 1 (strongly disagree), 2 (disagree), 3(somewhat 
disagree), 4(somewhat agree), 5 (agree), and 6 (strongly agree). None of the nine items had 
extreme levels of skewness > |2.5| and kurtosis, > |2.5|. Table 4.12 contains descriptive statistics 




Descriptive Statistics for Optimistic Leadership Items 




GOOD1 I am able to recognize 
challenges when they arise. 
 
5.15 0.672 -0.698 2.207 
GOOD2 I am able to continually improve 
processes to make work better. 
 
4.42 1.144 -0.772 0.428 
GOOD3 I am able to find the good in 
challenging situations. 
 
4.84 0.820 -0.652 1.066 
GOOD4 I am able to find the resources I 
need to improve existing 
processes at work. 
 
4.20 1.163 -0.651 0.187 
GOOD5 I am able to work with others to 
improve processes at work. 
 
4.53 1.073 -0.744 0.422 
GOOD6 I find ways to make work 
activities fun. 
 
4.59 1.006 -0.764 1.103 
GOOD7 I find ways to include others in 
activities at work. 
 
4.55 0.974 -0.763 0.884 
GOOD8 When a problem arises, 
employees are encouraged to 
find out what is working. 
 
4.25 1.191 -0.726 0.188 
GOOD9 I am able to identify the positive 
outcomes of work activities. 
 
4.78 0.830 -0.728 1.471 
 
Following descriptive statistics, bivariate correlations were run on the nine statements. The 
statements were crafted to target a single construct and therefore, high inter-item correlations 
were expected. All items correlated with at least one other item at the = > .300 level and ranged 




Exploratory Factor Analysis. KMO and the Bartlett’s Test of Sphericity were used to 
determine if the sample was appropriate for factor analysis. The same sample was used for the 
Optimism Profile, and the KMO and Bartlett’s measures were again adequate. The KMO score 
for this sample was .895, with p = .000. 
 Principal Component Analysis. PCA was also used to determine the number of factors 
that emerged from the survey items designed to be measures of Optimistic Leadership. Similar 
to Research Question 1, the factor loading was set to a .45 cut-off and varimax rotation was 
used. Components with eigenvalues < = 1.0 were not considered for this the scale (George & 
Mallery, 2011; Osborne et al., 2008). One component was identified on the first run and no 
items loaded on more than one factor. Total variance explained for the component was 51.4%. 
Table 4.13 contains the factor loadings for the PCA validated Optimistic Leadership scale. 
Table 4.13 
PCA Factor Loadings for Optimistic Leadership Items 
Variable Item Loading 
GOOD1 I am able to recognize challenges when they arise. .50 
GOOD2 I am able to continually improve processes to make work better. .80 
GOOD3 I am able to find the good in challenging situations. .63 
GOOD4 I am able to find the resources I need to improve existing processes at work. .78 
GOOD5 I am able to work with others to improve processes at work. .81 
GOOD6 I find ways to make work activities fun. .67 
GOOD7 I find ways to include others in activities at work. .70 
GOOD8 When a problem arises, employees are encouraged to find out what is working. .72 
GOOD9 I am able to identify the positive outcomes of work activities. .79 
 
Reliability Statistics and Correlations. Following PCA, reliability statistics were 
calculated to determine if the strength of the scale could be increased by deleting an 
item. Cronbach’s alpha reliability for the 9-item component was .879. If item Good1 
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were deleted, Cronbach’s alpha would be improved to .881. This item was removed. The 
inter-item correlations ranged from .316 to .707 and the table for the Optimistic 
Leadership scale items is shown in Appendix L.  
Confirmatory Factor Analysis. The nine original optimistic leadership items were 
narrowed to eight through PCA and reliability statistics. CFA was conducted on the remaining 
eight items. Exploratory factor analysis is traditionally used for exploring the factors, reducing 
the number of items, and aligning them across components (Costello & Osborne, 2005). Like 
the procedure used for Research Question 1, the remaining items were run through CFA to 
confirm that the PCA model had acceptable goodness-of-fit statistics (Brown, 2015; Kahn, 
2006). The initial model yielded unacceptable goodness-of-fit results. To improve the goodness-
of-fit test, items were deleted in each round based on modification indices > 30 or standardized 
residual covariances > |2.5|. The goodness-of-fit statistics and item deletions after each iteration 
of CFA are shown in Table 4.14.  
Table 4.14 
CFA Model Fit Statistics and Deletions for the Optimistic Leadership Items Based on 
Modification Indices (MI) and Standardized Residual Covariances (SRC) 
Iteration Chi Square PCMIN/DIF CFI RMSEA Item(s) deleted and rationale 
1 233.220 11.661 .916 .124 GOOD7 due to MI 
2 131.995 9.428 .945 .110 GOOD6 due to MI and SRC 
3 76.177 8.464 .964 .104 11GOOD9 for SRC and MI 
4 15.714 3.143 .993 .055 GOOD3 for low loading at .50 
5 10.357 5.178 .994 .077  
 
The final Optimistic Leadership scale was one four item factor, with loadings between 
.66 and .84. The goodness-of-fit statistics for the model were CMIN/DF = 5.178, CFI = .994, 
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and RMSEA = .077. The final Optimistic Leadership scale with item loadings is shown in 
Figure 4. 3.  
Figure 4.3 
Optimistic Leadership Model Resulting from CFA 
 
Note. Item loadings are shown. Full item statements are listed in Table 4.14. 
Reliability Statistics and Correlations. Once a good model fit was identified, the scale 
was tested for reliability. Reliability analysis was run in SPSS. Cronbach’s alpha for the scale 
was .847 and could have been improved if item Good3, “I am able to find the good in 
challenging situations,” was removed. However, in test CFA iterations, removing item Good3 
always resulted in a poorer model fit. Composite Reliability was .851. Average variance 
explained was .541. Given that the there was only one component maximum shared variance 
could not be calculated. Inter-item correlations ranged between .520 and .668 significant at the p 
< .01 level. These correlations are shown in Appendix M.  
Research Question 3 
The third research question examined what factors emerge through exploratory and 
confirmatory factor analysis with the newly researcher-created organizational optimism items. 
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The Optimism Profile focuses on an employee’s experience of optimism in the workplace, 
whereas the organizational optimism items reflected the actions of an organization to promote a 
culture of optimism at work. The process used to address this question is described below. 
Descriptive Statistics and Correlations. First, descriptive statistics were run for each 
of the nine potential scale items. The variables for this research question are labeled in the same 
way as for Research Question 1 and Research Question 2, and the construct Organizational 
Optimism is identified with the OPT label. Survey response options included 1 (strongly 
disagree), 2 (disagree), 3 (somewhat disagree), 4 (somewhat agree), 5 (agree), and 6 (strongly 
agree). None of the nine items had extreme levels of skewness > |2.5|and kurtosis, > |2.5|. Table 
4.15 contains the measures of means, standard deviation, skewness, and kurtosis for each of the 




Descriptive Statistics for Items Designed to Measure Organizational Optimism  




OPT1 Optimism is a shared value for 
our organization’s culture. 
 
4.10 1.304 -0.550 -0.361 
OPT2 Our organization encourages 
us to see the good in a difficult 
situation. 
 
4.35 1.176 -0.622 0.059 
OPT3 Our organization recognizes 
optimistic thinking. 
 
4.08 1.285 -0.490 -0.296 
OPT4 Our organization holds training 
that teaches about the 
importance of optimism. 
 
2.90 1.521 0.440 -0.829 
OPT5 Our organization encourages 
employees to find the good in 
a difficult situation. 
 
4.11 1.247 -0.508 -0.218 
OPT6 Employees are asked to 
identify benefits of difficult 
situations. 
 
3.41 1.307 -0.048 -0.741 
OPT7 Our organization encourages 
employees to find the positive 
aspects when challenges arise. 
 
3.87 1.273 -0.402 -0.414 
OPT8 Our organization rewards 
employees for being able to 
focus on the good in 
challenging situations. 
 
3.39 1.383 -0.072 -0.805 
OPT9 Employees are empowered to 
find solutions to things that are 
not going right. 
 
4.34 1.216 -0.792 0.300 
 
Following descriptive statistics, bivariate correlations were run on the nine statements. 
The statements were crafted to target a single construct and, therefore, high inter-item 
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correlations were expected. All items correlated with at least one other item at the = > .3 level 
and ranged between .433 and .828. (See Appendix I for the full correlational matrix). 
Exploratory Factor Analysis. KMO and the Bartlett’s Test of Sphericity were used to 
determine if the sample was appropriate for factor analysis. The KMO score for this sample and 
these items was .941, with p = .000. 
 PCA was used to address this research question, with a factor loading cut-off set to .45 
and varimax rotation. Components with eigenvalues < = 1.0 were not considered for this scale 
(George & Mallery, 2011; Osborne et al., 2008). As expected, only one component was 
identified. The first iteration had no items loading on more than one factor. Total variance 
explained was 69.6%. Table 4.16 shows the PCA factor loadings. This scale measuring 
organizational optimism was named the Organizational OptiMeasure. 
Table 4.16 
Principal Component Analysis Loadings for PCA-Validated Organizational OptiMeasure 
Variable Item Loading 
OPT1 
Optimism is a shared value for our organization’s culture.  
.83 




Our organization recognizes optimistic thinking.  
.87 
OPT4 Our organization holds training that teaches about the importance 
of optimism.  
.75 
OPT5 Our organization encourages employees to find the good in a 
difficult situation.  
.90 
OPT6 
Employees are asked to identify benefits of difficult situations.  
.83 
OPT7 Our organization encourages employees to find the positive 
aspects when challenges arise.  
.89 
OPT8 Our organization rewards employees for being able to focus on 
the good in challenging situations.  
.83 
OPT9 Employees are empowered to find solutions to things that are not 





Reliability Statistics and Correlations. Reliability statistics were calculated to 
determine if the scale would be stronger if an item were removed. The reliability analysis 
indicated that the component had high reliability (Cronbach’s alpha = .943). All items were 
retained, because deleting items would not improve reliability. The inter-item correlations for 
the Organizational OptiMeasure statements ranged between .433 and .828 and can be found in 
Appendix N.  
Confirmatory Factor Analysis. Following PCA, CFA was conducted to confirm that 
the proposed model was a good fit (Brown, 2015; Kahn, 2006). The nine items were run 
through CFA to assure that the data were aligned with the PCA model (Brown, 2015; Khan, 
2006). The initial model from PCA yielded poor goodness-of-fit statistics. Like PCA, in CFA, 
iterations were used to improve goodness-of-fit tests, and items were deleted in each iteration 
based on modification indices > 35 and standardized residual covariances > |2.5|. The goodness-
of-fit statistics and deletions after each CFA iteration are listed in Table 4.17.  
Table 4.17 
CFA Model Fit Statistics and Deletions for the PCA Validated Organizational OptiMeasure 
Based on Modification Indices (MI) and Standardized Residual Covariances (SRC) 
Iteration Chi Square CMIN/DF CFI RMSEA Item(s) deleted and rationale 
1 363.225 13.453 .936 .134 Remove Opt6 for high MI 
2 224.384 11.219 .954 .121 Remove Opt8 for high MI 
3 144.079 10.291 .966 .116 Remove Opt5 for high MI 
4 52.572 5.841 .984 .083 Remove Opt4 high MI 
5 17.283 3.457 .995 .059 None 
 
Model Fit. The final Organizational OptiMeasure scale was one five-item factor, with 
loadings between .68 and .88. The goodness-of-fit statistics for the model were CMIN/DF of 
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3.457, CFI of .994, and RMSEA of .059. All items were correlated at a statistically significant p 
< .01 and ranged from .564 to .762. Bivariate correlations of the final items for the 
Organizational OptiMeasure Scale can be found in Appendix O. The final model reflecting the 
Organizational OptiMeasure is shown in Figure 4.4.  
Figure 4.4 
CFA-Validated Organizational OptiMeasure Model  
 
Note. Item loadings are shown. Full item statements are listed in Appendix N. 
Reliability Statistics and Correlations. Reliability analysis was run in SPSS because 
the scale contained one component. Cronbach’s alpha was .910, it could be improved by 
deleting item Opt9. However, given the already high Cronbach’s alpha, there was no need to 
further improve reliability at the expense of further reducing the number of items in the model. 
To validate that assumption, the item was deleted in a test run of CFA, and the goodness-of-fit 
statistics weakened when removing the item. Composite reliability was .949. Average variance 
explained was .676. Given that there was only one component, maximum shared variance could 
not be calculated. Inter-item correlations ranged between .564 and .762 at the p < .01 level. 
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These correlations are shown in Appendix N. The final one component, five-item model was 
within acceptable goodness-of-fit measures and was named the Organizational OptiMeasure.  
Research Question 4 
The fourth research question examined whether the LOT-R and MBI-GS were factor 
validated with the study’s sample. It also explored whether the LOT-R and MBI-GS offered 
confirmatory and discriminatory validation with the CFA-validated Optimism Profile scale, 
which measures an employee’s personal experience of workplace optimism. The MBI-GS 
Personal Efficacy and LOT-R Optimism components were expected to correlate positively, and 
the MBI-GS Cynicism, MBI-GS Exhaustion, and LOT-R Pessimism were expected to correlate 
negatively with the Optimism Profile. 
An error occurred in data collection and the final item from the MBI-GS survey, which 
belongs in the Personal Efficacy subscale, was inadvertently left out of the survey. The missing 
item contributes to a limitation to the analysis; however, the scale was validated through CFA 
with this sample, despite the missing item.  
Descriptive Statistics and Correlations. Descriptive statistics and correlations were 
run for both the LOT-R and the MBI-GS items that were included in the survey. Although these 
scales had both been factor validated previously, it was important to check that they worked for 
a sample from this target population. 
Descriptive Statistics and Correlations for the LOT-R. Descriptive statistics were run 
for each of the six scale items for the LOT-R. The LOT-R is a ten-item survey, four items are 
fillers and not included in the scale results (Scheier & Carver, 1994). The items are labeled in 
the order that they appear on the survey. LOT-R survey responses options included 1 (I disagree 
a lot), 2 (I disagree a little), 3 (I neither agree nor disagree), 4 (I agree a little), 5 (I agree a 
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lot). None of the six items had extreme levels of skewness (> |2.5|) and kurtosis (> |2.5|). Table 
4.18 contains the measures of means, standard deviation, skewness, and kurtosis for the six 
LOT-R items. Bivariate correlations of the LOT-R items ranged between .322 and .656 and can 
be found in Appendix P. 
Table 4.18 
Descriptive Statistics for LOT-R Items 




Item 1 In uncertain times, I usually expect 
the best. 
3.73 1.077 -.758 -.068 
Item 3 If something can go wrong for me, 
it will. 
3.72 1.154 -0.449 -0.915 
Item 4 I'm always optimistic about my 
future. 
3.86 1.039 -0.759 -0.208 
Item 7 I hardly ever expect things to go my 
way. 
3.94 1.138 -0.811 -0.346 
Item 9 I rarely count on good things 
happening to me. 
3.91 1.188 -0.793 -0.481 
Item 10 Overall, I expect more good things 
to happen to me than bad. 
4.25 0.916 -1.275 1.382 
 
 Descriptive Statistics and Correlations for the MBI-GS. Descriptive statistics were also 
run for the 15 scale items for the MBI-GS. This burnout scale contains three subscales: 
Exhaustion, Personal Efficacy, and Cynicism. The MBI-GS variables are labeled to the 
corresponding subscale in the order that they appeared in the survey. Survey response options 
included 1 (never); 2 (a few times a year or less); 3 (once a month or less); 4 (a few times a 
month); 5 (once a week); 6 (a few times a week); 7 (every day). None of the 15 items had 
extreme levels of skewness (> |2.5|) and kurtosis, (> |3.0|). The MBI-GS is a proprietary scale 
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and items of the MBI-GS are not allowed to be published in their entirety (Maslach et al., 
1998/2018). Descriptive statistics for the items are listed in Table 4.19. All items correlated 
with at least one other item at the => .300. Bivariate correlations of the MBI-GS items ranged 
between .005 and .887 and can be found in Appendix Q. 
Table 4.19  
Descriptive Statistics for MBI-GS Items 
Variable Mean Std. Deviation Skewness Kurtosis 
MBI_EX 1 4.30 1.453 0.024 -1.026 
MBI_EX 2 4.30 1.578 -0.131 -1.173 
MBI_EX 3 3.77 1.605 0.277 -0.892 
MBI_EX 4 3.14 1.761 0.547 -0.793 
MBI_EX 5 3.00 1.470 0.887 0.349 
MBI_PE1 6.24 0.961 -1.601 2.675 
MBI_PE2 5.85 1.388 -1.215 0.520 
MBI_PE3 6.42 0.752 -1.435 2.216 
MBI_PE4 5.88 1.003 -0.728 0.049 
MBI_PE5 5.73 1.295 -0.922 0.078 
MBI_CY1 2.58 1.790 0.980 -0.195 
MBI_CY2 2.71 1.681 0.878 -0.291 
MBI_CY3 2.99 1.863 0.640 -0.825 
MBI_CY4 2.50 1.560 0.935 -0.134 
MBI_CY5 2.25 1.539 1.303 0.806 
 
Confirming Principal Component Analysis. PCA was conducted to confirm that the 
factors split as expected. The LOT-R was expected to produce one factor and the MBI-GS was 
expected to divide into three factors. These two scales have been used in many previous studies 
and have been factor validated in this prior research. The factor analysis conducted for this 
dissertation was to assure that these scales worked for this study’s sample and target population.  
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PCA for LOT-R. Prior to factor analysis, KMO and the Bartlett’s Test of Sphericity 
were used to determine if the sample was appropriate for factor analysis with the LOT-R items. 
The KMO score for this sample was .850 and a significance level of .000. The LOT-R has been 
previously factor validated among many different groups, but to conduct a proper analysis, the 
PCA measures were used to validate that the items loaded on one factor. The factor loading was 
set to .45 and a varimax rotation was used. Eigenvalues less than one were not considered. One 
component was identified, and no items loaded on more than one component. Total variance 
explained for this scale was 57.5%. Table 4.20 includes the loadings from PCA.  
Table 4.20 
Loadings for LOT-R Scale Items 
Variable Item Loading 
Item 1 In uncertain times, I usually expect the best. .66 
Item 3 If something can go wrong for me, it will. .76 
Item 4 I'm always optimistic about my future. .70 
Item 7 I hardly ever expect things to go my way. .80 
Item 9 I rarely count on good things happening to me. .81 
Item 10 Overall, I expect more good things to happen to me than bad. .81 
 
PCA for MBI-GS. The MBI-GS was originally designed to be a 16-item scale, but this 
study inadvertently excluded one item: “At my work, I feel confident that I am effective at 
getting things done.” PCA was run on the remaining 15 items to validate that the items still 
resulted in three components without the missing item. The factor loading cutoff was set to .45 
and a varimax rotation was used. Components with eigenvalues < = 1.0 were not considered for 
this the scale (George & Mallery, 2011; Osborne et al., 2008). As expected, three components 
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were identified, and no items loaded on more than one factor. Total Variance explained was 
64%. Table 4.21 demonstrates the loadings from PCA. 
Table 4.21 
Loadings for Maslach Burnout Inventory–General Survey Scale Items 
Variable 
Components and Loadings 
Exhaustion Personal Efficacy Cynicism 
MBI_EX1 .87   
MBI_EX2 .90   
MBI_EX3 .68   
MBI_EX4 .63   
MBI_EX5 .74   
MBI_PE1  .50  
MBI_PE2  .75  
MBI_PE3  .70  
MBI_PE4  .71  
MBI_PE5  .84  
MBI_CY1   .76 
MBI_CY2   .73 
MBI_CY3   .74 
MBI_CY4   .828 
MBI_CY5   .58 
 
Confirming Reliability Statistics. Reliability statistics were run for the one factor 
LOT-R and the three factor MBI-GS to confirm that the models could not be improved by 
removing an item.  
Reliability Statistics for the LOT-R. Reliability statistics for the LOT-R were calculated 
to confirm that the scale would not be stronger if an item were removed. The reliability analysis 
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indicated that the component had high reliability (Cronbach’s alpha = .848). The scale would 
not be improved if an item were deleted. The Optimism subscale correlated with the pessimism 
subscale at -8.17, p < .000. The bivariate correlations ranged between .32 and .66. 
Reliability Statistics for the MBI-GS. Given that an item was missing from this survey, 
it was especially important to run reliability analysis on the three components of the MBI-GS. 
The Exhaustion subscale indicated a high reliability (Cronbach’s alpha = .881). All items for 
this subscale were retained as reliability could not be improved by deleting items. Reliability 
analysis for the Personal Efficacy component indicated that there was high reliability 
(Cronbach’s alpha = .765). The sub-scale would not be improved if an item were deleted, and 
all items were retained. The Cynicism component had high reliability (Cronbach’s alpha = .849) 
but item MBI_CY3 was identified for potential deletion, with the possibility of raising 
reliability to .881. Considering that the Cronbach’s alpha was already high at .849 and that the 
scale was designed to include MBI_CY3, the item was kept for CFA. Inter-item correlations for 
the Exhaustion component ranged from .47 to .77. Inter-item correlations for the Cynicism 
subscale ranged from .26 to .89. Inter-item correlations for the Personal Efficacy subscale 
ranged from .22 to .59. Bivariate correlations of the MBI-GS factor scores ranged from -.29 and 
.60. These correlations can be found in Appendix R. 
 Confirmatory Factor Analysis. Once the scales were validated through PCA, CFA was 
conducted on both scales to ensure that they had a good model fit with this sample from the 
working adult target population. These scales were included in this study to provide 
discriminant analysis for the Optimism Profile scale. It was important to ensure that these scales 




Confirmatory Factor Analysis for LOT-R. The six items were run through CFA to 
assure that the data were aligned with the PCA model (Brown, 2015; Khan, 2006). The initial 
LOT-R model yielded poor goodness-of-fit statistics with CMIN/DF = 19.242, and RMSEA = 
.162. The CFI was good at .904. To achieve a good model fit for all three types of goodness-of-
fit tests, three covariations were needed: a covariation between Item 1 and Item 2, a covariation 
between Item 1 and Item 3, and a covariation between Item 2 and Item 3. Table 4.22 shows the 
decision-making in CFA to find a good model fit for CMIN/DF, RMSEA, and CFI. 
Table 4.22 
CFA Model Fit Statistics and Decisions for Covariation for LOT-R Scale Based on 
Modification Indices (MI) and Standardized Residual Covariances (SRC) 
Iteration Chi Square CMIN/DF CFI RMSEA Item(s) covaried and rationale 
1 173.178 19.242 .904 .162 Correlate Item 10 and Item 4  
2 85.698 10.712 .955 .118 Correlate Item 1 and Item 4  
3 49.460 7.066 .975 .093 Correlate Item 1 and Item 10  
4 9.144 1.524 .998 .027 None  
 
Eventually, a good model-fit was achieved by covarying several items in the 
dimensional model. The researcher was perplexed by the poor model fit without covariation for 
the LOT-R as a one-dimensional model, especially since the LOT-R is a widely used tool. 
Research indicates that there is an alternate two-dimensional model for the LOT-R that yields a 
better model-fit (Cano-García et al., 2015; Herzberg, Glaesmer, & Hoyer, 2006; Zenger et al., 
2013). A correlated two-factor model with a second order factor was tested and a good model fit 
was achieved (CMIN/DF = 6.644, CFI = .974, and RMSEA = .090). The model could still be 
improved by covarying Item 1, “In uncertain times, I usually expect the best,” and Item 4, “I am 
always optimistic about my future.” When Item 1 and Item 4 are covaried, the goodness-of-fit 
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statistics improve dramatically (CMIN/DF = 1.381, CFI = .998, and RMSEA = .023). Figure 4.5 
shows a correlated two-factor model with Item 1 and Item 10 covaried. 
Figure 4.5 
Two-factor Model for LOT-R with Covariations 
 
 A good model fit was achieved with covariation and a final model for the LOT-R was 
factor validated for this study sample.  
Confirmatory Analysis for MBI-GS. CFA was also conducted on the MBI-GS to 
confirm that the proposed model was a good fit with this study’s sample. The fifteen items were 
run through CFA to assure that the data were aligned with the PCA model (Brown, 2015; Khan, 
2006). The initial model from PCA yielded poor goodness-of-fit statistics for CFI and RMSEA, 
although there was a good model fit for CMIN/DF. Goodness-of-fit statistics were improved by 
covarying items E1 and E2, E14 and E15, and E13 and E14. Table 4.23 shows each iteration of 





CFA Model Fit Statistics and Deletions for Life-Orientation Test Revised Scale Based on 
Modification Indices (MI) and Standardized Residual Covariances (SRC) 
Iteration Chi Square CMIN/DIF CFI RMSEA Item(s) Covaried 
1 200.036 2.299 .859 .114 MBI_EX1 and MBI_EX2  
2 168.775 1.962 .897 .098 MBI_CY4 and MBI_CY5  
3 147.539 1.736 .922 .086 MBI_CY3 and MBI_CY4  
4 134.531 1.602 .937 .078  
 
The final MBI-GS scale contained three factors, with five items on each factor. The 
Exhaustion factor had loadings between .67 and .86. The Personal Efficacy factor, the subscale 
with the missing item, had loadings between .48 and .75. The Cynicism factor had loadings 
between .38 and .96. The goodness-of-fit statistics for the model were CMIN/DF = 1.602, CFI = 
.937, and RMSEA = .078. The three factors were correlated at a statistically significant p < .01 




Two-Factor Model for MBI-GS with Covariations 
 
For the sample used in this study, both the LOT-R and the MBI-GS required 
modifications to be factor validated. The LOT-R could be factor validated without 
modifications with good model fit when using an alternate correlated two-factor model that has 
been accepted by other researchers (Cano-García et al., 2015; Herzberg et al., 2006; Zenger et 
al., 2013). The model fit further improved significantly when two items were covaried. The 
MBI-GS required covariation of multiple items to achieve a good model fit.  
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Factor Score Correlations. Following CFA, factor scores were calculated in AMOS to 
determine if the MBI-GS and the LOT-R could provide discriminatory validation with the 
factor-validated Optimism Profile. Bivariate correlations were conducted with the factor scores. 
The LOT-R was positively correlated at a statistically significant level p < .01 for each 
of the two factors and the Overall Optimism Profile. The LOT-R Optimism component 
correlated at a low moderate level with the Optimism Profile Empowered Connection 
component, r = .336, p < .01 and with the Optimism Profile Joyful Engagement component, r = 
.334, p < .01 as well as with the Overall Optimism Profile, r = .349, p < .01. As expected, the 
LOT-R Pessimism component had a somewhat lower negative correlation with the Optimism 
Profile Empowered Connection component, r = -.309, p < .01, the Optimism Profile Joyful 
Engagement component, r = -.279 and the Overall Optimism Profile, r = -.310, p < .01. Table 
4.24 shows bivariate correlations of factor scores for the LOT-R and the Optimism Profile. 
Table 4.24 






Optimism (LOTR OPT) 1 
 
Pessimism (LOTR PES) -.82** 1 
Empowered Connection .34** -.31** 
Joyful Engagement .33** -.28** 
Overall Optimism Profile .35** -.31** 
** p < .01 
All factors of the MBI-GS correlated at statistically significant levels as expected with 
the Optimism Profile factors; Personal Efficacy correlated positively, and Cynicism and 
Exhaustion correlated negatively. The MBI-GS Exhaustion subscale negatively correlated with 
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the Optimism Profile Empowered Connection subscale, r = -.348, p < .01, with the Optimism 
Profile Joyful Engagement subscale, r = -.417, p < 01, and with the Overall Optimism Profile, r 
= -.374, p < .01. The MBI-GS Cynicism subscale also had statistically significant negative 
correlations with the Optimism Profile Empowered Connection, r = -.363, p < .01, with the 
Overall Optimism Profile, r = -.441, p < .01, and with the Optimism Profile Joyful Engagement 
factor, r = -.547, p < .01. The MBI-GS Personal Efficacy subscale had positive correlations with 
the Optimism Profile Empowered Connection subscale, r = .311, p < .01, the Optimism Profile 
Joyful Engagement subscale, r = .421, p < .01, and with the Overall Optimism Profile, r = .373, 
p < .01, Table 4.25 contains the bivariate correlations of the factor scores for the MBI-GS and 
the Optimism Profile. 
Table 4.25 








MBI Exhaustion 1 
  
MBI Personal Efficacy -.44** 1 
 
MBI Cynicism .76** -.51** 1 
Optimism Profile Empowered Connection -.35** .31** -.36** 
Optimism Profile 
Joyful Engagement 
-.42** .42** -.55** 
Overall Optimism Profile -.37** .37** -.44** 
Note. ** p < .01 
The LOT-R and MBI-GS provided discriminant validity for the Optimism Profile. As 
expected, MBI-GS scores for Cynicism and Exhaustion and the LOT-R Pessimism scores were 
negatively correlated with the Optimism Profile factors. Also, as expected, The LOT-R 
Optimism score and the MBI Factor score for Personal Efficacy were positively correlated with 
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the Optimism Profile factors. The MBI-GS Personal Efficacy and Pessimism scores provided 
weak convergent evidence for the Optimism Profile Empowered Connection subscale. The 
Optimism Profile Joyful Engagement showed strong divergent evidence for the MBI-GS 
Cynicism but weak divergent evidence for LOT-R Pessimism. The Overall Optimism Profile 
had moderate divergent evidence for both the MBI-GS Cynicism and Exhaustion and moderate 
convergent evidence for MBI-GS Personal Efficacy.  
After covariation adjustments, a good model fit for the LOT-R was achieved with this 
study’s sample. The LOT-R’s Optimism subscales provided weak convergent evidence, and the 
LOT-R Pessimism subscale provided weak divergent evidence for the two factors of the 
Optimism Profile and the Overall Optimism Profile. The LOT-R provided discriminatory 
validation for the Optimism Profile.  
A good model fit for the MBI-GS was achieved following covariation adjustments to the 
scale items, even with an item missing from the study sample. The MBI-GS could be factor 
validated for this study’s sample. The MBI-GS Cynicism subscale provided strong divergent 
evidence with the Optimism Profile’s Joyful Engagement component, and low moderate 
divergent evidence for the Optimism Profile’s Empowered Connection and the Overall 
Optimism Profile. The MBI-GS Exhaustion subscale provided moderate divergent evidence for 
the Optimism Profile Joyful Engagement and the Optimism Profile Empowered Connection 
subscales, as well as with the Overall Optimism Profile. The MBI-GS Personal Efficacy 
subscale provided low moderate convergent evidence for the Optimism Profile Empowered 
Connection subscale and moderate convergent evidence for the Optimism Profile Joyful 
Engagement and the Overall Optimism Profile.  
146 
 
Research Question 5 
The fifth research question asked, “Does a person’s personal experience with optimism 
at work influence their perception of their workplace’s readiness to cultivate a culture of 
optimism?” Linear regression was run to determine whether the factor-validated Optimism 
Profile components influenced scores on the factor-validated Organizational OptiMeasure scale 
that assesses an employee’s view of the level of optimism in their organization as a whole.  
 In preparation for running a linear regression, the demographic variables that could 
potentially affect Organizational OptiMeasure scores were considered. Bivariate correlations 
were run between the Organizational OptiMeasure factor and dummy variables for age, position 
level, level of education, gender, ethnicity, years employed, and hours worked per week. Two 
factors demonstrated weak, yet statistically significant, correlations at the p < .01 level, position 
level (r = .129), and number of employees at the organization (r = .101). Years employed at the 
organization also demonstrated a weak yet statistically significant negative correlation at the p < 
.05 level (r = -.078). The Bivariate correlations indicated that there may be an influence on 
Organizational OptiMeasure scores from position level and organization size (number of 
employees). Given the very weak statistically significant correlation between years at company 
and number of employees, these variables were not included in further analysis. A dummy 
variable was created for position level. The question about position level asked respondents to 
reflect on where they saw their role on a sliding scale from 1 to 100–1 being an entry-level 
position, and 100 being the CEO or highest-level. For the purposes of this study, a mid-level 
position started at 40. Positions 39 and below were considered to be entry-and junior-level. 
Descriptive statistics for each of these variables are shown on Table 4.26. Bivariate Correlations 




Descriptive Statistics and Mean Score Differences for Organizational OptiMeasure Scores 
Variable/Code Description N Mean Standard Deviation 
Position Level 
    
0 All Positions Mid-level and above 534 3.06 0.75685 
1 All Positions Junior level or below 163 2.84 0.90136 
 
Regression Analysis with Organizational OptiMeasure as the Dependent Variable. 
Linear regression analysis was run to identify the influence of the Optimism Profile factors on 
organizational optimism as measured by the OptiMeasure. Several linear regression iterations 
were run with both of the Optimism Profile factors, Joyful Engagement and Empowered 
Connection, as the independent variables in the same model. Due to multi-collinearity issues 
indicated by high VIF and low tolerance statistics, meaningful regression analysis results could 
not be found with the two Optimism Profile factors together in the same model.  
Multicollinearity creates a problem because it limits the regression size due to 
competing factors; it makes it difficult to determine the predictor variable influence and it 
increases the variance of the regression coefficients (Montgomery et al., 2001). There are 
varying suggested guidelines for identifying problematic VIF. Some researchers use a < 10 cut 
off and others use < 5 (Freund & Wilson, 1998; Vatcheva et al, 2016). Researchers have argued 
that even VIF scores of < 5 can be too high and cause multicollinearity concerns (Vatcheva et 
al., 2016). A conservative measure is to use a VIF value close to 1, because it indicates that the 
variables are not correlated (Blaikie, 2003). Freund and Wilson (1998) indicated that VIF > 
 will demonstrate multicollinearity concerns: “any VIF values larger than this 
quantity imply stronger relationships among the independent variables than their relationship to 
the response [dependent variable]” (p. 191). The VIF and tolerance statistics in initial runs 
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indicated a strong relationship between the Optimism Profile’s Joyful Engagement and 
Empowered Connection variables, making it difficult to determine the influence of the 
individual variables. Thus, three separate linear regression analyses were conducted to identify 
the influence of the Optimism Profile se variables, or personal experience with optimism within 
the workplace on the Organizational OptiMeasure, or overall perception of optimism in the 
workplace. Table 4.27 depicts the regression runs for this study. 
Table 4.27 
Regression Runs with Organizational OptiMeasure as the Dependent Variable  
 Independent Variables Dependent Variables 
Run 1 Position Level, Overall Optimism Profile Organizational OptiMeasure 
Run 2 Position Level, Optimism Profile Joyful 
Engagement 
Organizational OptiMeasure 




Regression analysis with the Organizational OptiMeasure as the dependent 
variable and the Overall Optimism Profile and Position Level as Independent Variables. 
Linear regression was run to identify the influence of the Overall Optimism Profile and Position 
Level on organizational optimism as measured by the Organizational OptiMeasure. A 
significant regression equation was found, with F (2,694) = 236.915, p < .000 and R2 = .406. 
The regression, using the stepwise enter process, with parameters set at the .05 level for entering 
and .10 level for exclusion, showed that the Overall Optimism Profile significantly contributed 
to the Organizational OptiMeasure variable, suggesting that a person’s own experience with 
optimism in the workplace influenced their perceptions of their organization’s practices of 
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developing a culture of optimism. Table 4.28 contains the models resulting from the stepwise 
enter process. 
Table 4.28  
Regression Analysis for Position Level and the Overall Optimism Profile Independent Variables 
on Organizational OptiMeasure (N = 697) 
Model Explanatory Variable R2 R2 Adj ∆R2 ∆F p 
1 Position Level .014 .012 .014 9.718 .002 
2 Position Level, 
Overall Optimism Profile 
.406 .404 .392 457.726 .000 
 
The Organizational OptiMeasure, or respondent perception of the practices to promote 
optimism at their work, was significantly influenced by their position level and their own 
experience with optimism at work as measured by their Overall Optimism Profile 
variable. The high positive standardized coefficient beta (β = .648) and the significant t-
statistic (t = 21.395, p < .000) showed that the Overall Optimism Profile had a strong 
influence on the OptiMeasure variable. Position Level (p = .109) did not have a significant 
influence in predicting the Organizational OptiMeasure variable. There were no multi-
collinearity issues for this analysis; the VIF and tolerance statistics were close to 1.0. Table 




Regression Summary for Position Level and the Overall Optimism Profile on Organizational 
OptiMeasure (N =697) 
Explanatory Variables B SE β t p Tol VIF 
Position Level .092 .057 .049 1.606 .109 .934 1.070 
Overall Optimism 
Profile 
.665 .031 .648 21.395 .000 .934 1.070 
 
Regression analysis with the Organizational OptiMeasure as the Dependent 
Variable and Optimism Profile Joyful Engagement and Position Level as Independent 
Variables. Linear Regression was also run with the Organizational OptiMeasure as the 
dependent variable and Optimism Profile Joyful Engagement and Position Level as independent 
variables. A significant regression model resulted, with F (2,694) = 136.143, p < .000) and R2 = 
.282. The regression, using the stepwise enter process, with parameters set at the .05 level for 
entering and .10 level for exclusion, showed that Position Level and Optimism Profile Joyful 
Engagement variables significantly contributed to the variance in the Organizational 
OptiMeasure variable, suggesting that a person’s own experience with joyful engagement in the 
workplace influenced their assessment of the organization’s practices of developing a culture of 




Regression Analysis for the Position Level and Optimism Profile Joyful Engagement 
Independent Variables on Organizational OptiMeasure (N = 697) 
Model Explanatory Variable R2 R2 Adj ∆R2 ∆F p 
1 Position Level .014 .012 .014 9.718 .002 
2 Position Level, 
Optimism Profile 
Joyful Engagement 
.282 .280 .268 259.960 .000 
 
The Organizational OptiMeasure variable was significantly influenced by the Optimism 
Profile Joyful Engagement variable. The Optimism Profile Joyful Engagement variable 
moderately influenced organizational optimism as measured by the Organizational 
OptiMeasure. Position Level did not influence the variance in the Organizational OptiMeasure 
variable. The standardized coefficient beta for the Optimism Profile Joyful Engagement, (β = 
.531, p < .000), indicated that the Optimism Profile Joyful Engagement variable significantly 
influenced the variance in the Organizational OptiMeasure variable. Position level (β = .002, p 
= .951) did not have a significant influence in predicting the Organizational OptiMeasure 
variable. There were no multi-collinearity issues for this first analysis; the VIF and tolerance 
statistics were close to 1.0.  
Regression analysis with Organizational OptiMeasure as the Dependent Variable 
and Optimism Profile Empowered Connection and Position Level as Independent 
Variables. Linear Regression was also run with the Organizational OptiMeasure as the 
dependent variable and Optimism Profile Empowered Connection and Position Level as the 
independent variables. A significant regression model was found, with F (2,694) = 249.893, p < 
.000) and R2 = .419. The regression, using the stepwise enter process, with parameters set at the 
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.05 level for entering and .10 level for exclusion, showed that Optimism Profile Empowered 
Connection and Position Level variables influenced the variance in Organizational OptiMeasure 
at a statistically significant level, suggesting that a person’s position level and their own 
experience with empowered connection in the workplace influenced their assessment of the 
organizations practices of developing a culture of optimism. The models resulting from the 
stepwise enter process are shown in Table 4.31. 
Table 4.31 
Regression Analysis for Position Level and Optimism Profile Empowered Connection 
Independent Variables on Organizational OptiMeasure (N = 697) 
Model Explanatory Variable R2 R2 Adj ∆R2 ∆F p 
1 Position Level .014 .012 .014 9.718 .002 
2 Position Level, 
Empowered Connection 
.419 .417 .405 483.324 .000 
 
The standardized coefficient betas for Optimism Profile Empowered Connection (β = 
.661, p = .000) and Position Level (β = .063, p < .05) indicated that these variables influenced 
the variance in Organizational OptiMeasure. Employees with a lower position level were 
slightly more likely to have a positive view of their organization’s practices to cultivate a 
culture of optimism. The Optimism Profile Empowered Connection variable had the strongest 
influence. There were no multi-collinearity issues for this analysis; the VIF and tolerance 
statistics were close to 1.0. Table 4.32 shows the standardized coefficient β of the independent 




Regression Summary for Position Level and Optimism Profile Empowered Connection 
Independent Variables on Organizational OptiMeasure (N =697) 
Explanatory Variables B SE β t p Tol VIF 
Position Level .118 .057 .063 2.088 .037 .926 1.080 
Empowered Connection .700 .032 .661 21.985 .000 .926 1.080 
  
In summary, organizational optimism, as measured by the Organizational OptiMeasure 
variable, can be partially predicted by the Overall Optimism Profile, Optimism Profile Joyful 
Engagement, Optimism Profile Empowered Connection, and Position Level measures. 
Additional Explorations in Regression Analysis with PCA-Validated Factors. 
Although CFA could not confirm Celebrations, Friendships, and Resources' subscales within 
the Overall Optimism Profile model, PCA loadings for the items in each of these factors were 
strong, indicating that these factors may have a place in optimism at work. Factor scores for the 
PCA-validated Celebrations, Friendships, and Resources' components were created in SPSS, 
averaging items in each of these three PCA factors. Three additional linear regressions were run 
with these new components as independent variables, once with the CFA-validated Optimism 
Profile Joyful Engagement factor, once with the CFA-validated Optimism Profile Empowered 
Connection factor, and finally with the CFA-validated Overall Optimism Profile variable, to 
explore if these factors contribute to the variance in the Organizational OptiMeasure dependent 
variable.  
Regression analysis with the Organizational OptiMeasure as the Dependent 
Variable and Empowered Connection, Celebrations, Resources, Friendships, and Position 
Level as Independent Variables. Linear Regression was also run with the Organizational 
OptiMeasure as the dependent variable and the CFA-validated Optimism Profile Empowered 
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Connection variable, the PCA-validated Celebrations, Resources, and Friendships' variables, 
and Position Level as independent variables. A significant regression model was found, with F 
(5,691) = 209.853, p < .000, and R2 = .603. The regression, using the stepwise enter process, 
with parameters set at the .05 level for entering and .10 level for exclusion, showed that the 
Optimism Profile CFA-validated factors of Empowered Connection, the PCA-validated 
Celebrations, Resources, and Friendships and Position Level contributed to the variance in the 
Organizational OptiMeasure variable at a statistically significant level. The models resulting 
from the stepwise enter process are shown in Table 4.33. 
Table 4.33 
Regression Analysis for Position Level and Celebrations, Resources, Friendships, and 
Empowered Connection Subscale Independent Variables on Organizational OptiMeasure (N = 
697) 
Model Explanatory Variable R2 R2 Adj ∆R2 ∆F p 
1 Position Level .014 .012 .014 9.718 .002 
2 Position Level, Celebrate .519 .518 .505 729.250 .000 
3 Position Level, Celebrate, 
Empowered Connection 
.597 .595 .078 133.858 .000 
4 Position Level, Celebrate, 
Empowered Connection, Resources 
.601 .598 .004 6.449 .011 
5 Position Level, Celebrate, 
Empowered Connections, 
Resources, Friendships 
.603 .600 .002 3.923 .048 
 
Organizational OptiMeasure variable was significantly influenced by the CFA-validated 
Optimism Profile Empowered Connection and PCA-validated factors of Celebrations, 
Friendships, and Resources independent variables. The standardized coefficient betas for the 
CFA-validated Optimism Profile Empowered Connection (β = .331), the PCA-validated 
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Celebrations (β = .509), and Resources' variables (β =.099) showed these variables had a 
positive statistically significant influence on the Organizational OptiMeasure dependent 
variable. The standardized coefficient beta for the PCA-Validated Friendships variable (β = -
.063) indicated a low negative influence at a statistically significant level (p < .05). The VIF and 
tolerance multicollinearity measures were within acceptable ranges. Table 4.34 shows the 
standardized beta coefficients (β) of the independent variables, along with their significance 
levels. 
Table 4.34 
Regression Summary for Position Level, Empowered Connection, Celebrations, Resources, and 
Friendships Independent Variables on Organizational OptiMeasure (N = 697) 
Explanatory Variables B SE β t p Tol VIF 
Position Level .048 .047 .025 1.016 .310 .914 1.094 
Celebrations .344 .021 .509 16.206 .000 .582 1.717 
Empowered Connection .350 .038 .331 9.170 .000 .441 2.268 
Resources .086 .029 .099 2.928 .004 .503 1.989 
Friendships -.064 .032 -.063 -1.981 .048 .565 1.769 
 
In summary, organizational optimism, as measured by the Organizational OptiMeasure 
items, was influenced by the CFA-validated Optimism Profile Empowered Connection variable 
and the PCA-validated Celebrations, Resources, and Friendships variables. The PCA-validated 
Friendships variable provided a weak negative influence, and the PCA-validated Resources 
variable had a weak positive influence on the Organizational OptiMeasure variable. The  
CFA-validated Optimism Profile Empowered Connections and PCA-validated Celebrations 
variables each had a moderate influence on the Organizational OptiMeasure dependent variable.  
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Regression analysis with Organizational OptiMeasure as the Dependent Variable 
and Joyful Engagement, Celebrations, Resources, Friendships, and Position Level as 
Independent Variables. Linear Regression was run with Organizational OptiMeasure as the 
dependent variable and the CFA-factor-validated Optimism Profile Joyful Engagement, and 
PCA-factor-validated Celebrations, Resources, and Friendships variables, as well as Position 
Level as independent variables. A significant regression equation was found, with F (4,692) = 
243.434, p < .000 and R2 = .585. The regression, using the stepwise enter process, with 
parameters set at the .05 level for entering and .10 level for exclusion, showed that Position 
Level, the CFA-validated Optimism Profile Joyful Engagement variable, and the PCA-
Validated Celebrations, and Resources independent variables significantly contributed to the 
variance in the Organizational OptiMeasure, suggesting that employees’ perceptions of their 
own workplace joyful engagement, celebrations, and resources contribute to their perception of 
their organization’s practices fostering a culture of optimism at work. The models resulting 
from the stepwise enter process are shown in Table 4.35.  
Table 4.35 
Regression Analysis for Position Level, Celebrations, Resources, Friendships, and Joyful 
Engagement Independent Variables on Organizational OptiMeasure (N = 697) 
Model Explanatory Variable R2 R2 Adj ∆R2 ∆F p 
1 Position Level .014 .012 .014 9.718 .002 
2 Position Level, Celebrate .519 .518 .505 729.25 .000 
3 Position Level, Celebrate, Joyful 
Engagement 
.574 .572 .054 88.501 .054 
4 Position Level, Celebrate, Joyful 
Engagement, Resources 




The Organizational OptiMeasure dependent variable was significantly influenced by 
Optimism Profile Joyful Engagement, Celebrations, and Resources independent variables. The 
standardized coefficient betas for Optimism Profile Joyful Engagement (β =.215), Celebrations 
(β = .548) and Resources (β =.137) indicated a positive significant influence (p < .000) of these 
variables on the Organizational OptiMeasure dependent variable. The multicollinearity 
measures were within acceptable ranges (Freund & Wilson, 1998). Table 4.36 shows the 
standardized beta coefficients (β) of the independent variables, along with their significance 
levels. 
Table 4.36 
Regression Summary for Position Level, Joyful Engagement, Celebrations, and Resources 
Independent Variables on Organizational OptiMeasure (N = 697) 
Explanatory Variables B SE β t p Tol VIF 
Position Level .004 .047 .002 0.086 .932 .949 1.054 
Celebrations .370 .020 .548 18.245 .000 .664 1.505 
Joyful Engagement .259 .037 .215 7.084 .000 .653 1.530 
Resources .119 .028 .137 4.281 .000 .585 1.711 
 
Organizational optimism, as measured by the Organizational OptiMeasure variable, can 
be predicted by CFA-validated Optimism Profile Joyful Engagement factor, the PCA-validated 
Celebrations, and Resources factors. The PCA-validated Friendships factor was not a significant 
factor in this regression analysis. The PCA-validated Resources and CFA-validated Optimism 
Profile Joyful Engagement components had weak positive influences on the variance in 
Organizational OptiMeasure. The PCA-validated Celebrations factor had a moderate influence 
on the Organizational OptiMeasure variable. 
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Regression Analysis with Organizational OptiMeasure as the Dependent Variable 
and Overall Optimism Profile, Celebrations, Resources, Friendship, and Position Level as 
Independent Variables. Linear Regression was also run with Organizational OptiMeasure as 
the dependent variable and the CFA-validated Overall Optimism Profile, and the PCA- 
validated Celebrations, Resources, and Friendships, and Position Level as the independent 
variables. A significant regression equation was found, with F (5,691) = 210.078, p < .000, and 
R2 = .603. The regression, using the stepwise enter process, with parameters set at the .05 level 
for entering and .10 level for exclusion, showed that the CFA-validated Overall Optimism 
Profile, the PCA-validated Celebrations, Resources, and Friendships, and Position Level 
independent variables significantly contributed to the variance in Organizational OptiMeasure. 
These findings suggested that an employee’s personal experience of optimism at work 
contributes to their perception of their workplace’s practices of developing a culture of 




Regression Analysis for Position Level, Celebrations, Resources, Friendships, and Overall 
CFA-Validated Optimism Profile Independent Variables on Organizational OptiMeasure (N = 
697) 
Model Explanatory Variable R2 R2 Adj ∆R2 ∆F p 
1 Position Level .014 .012 .014 9.718 .002 
2 Position Level, Celebrations .519 .518 .505 729.250 .000 
3 Position Level, Celebrations, 
Overall Optimism Profile 
.596 .594 .077 132.242 .000 
4 Position Level, Celebrations, 
Overall Optimism Profile, 
Resources 
.600 .598 .004 7.064 .008 
5 Position Level, Celebrations, 
Overall Optimism Profile, 
Resources, Friendships 
.603 .600 .003 5.120 .024 
 
The Organizational OptiMeasure dependent variable was significantly influenced by the 
CFA-validated Overall Optimism Profile, PCA-validated Celebrations, Friendships and 
Resources independent variables. The standardized coefficient betas for the CFA-validated 
Overall Optimism Profile (β = .327), PCA-validated Celebrations (β = .518), and PCA-validated 
Resources (β = .104) indicated a significant positive influence of these variables on the 
Organizational OptiMeasure variable. The standardized coefficient betas for PCA-validated 
Friendship (β = -.073) indicated a significant (p < .05), but weak, negative influence. The  
multi-collinearity measures were within acceptable ranges. Table 4.38 shows the standardized 




Regression Summary for Position Level, Overall Optimism Profile, Celebrations, Resources 
and Friendship Independent Variables on Organizational OptiMeasure (N = 697) 
Explanatory Variables B SE β T p Tol VIF 
Position Level .036 .047 .019 0.762 .446 .926 1.079 
Celebrations .350 .021 .518 16.634 .000 .592 1.690 
Overall Optimism 
Profile 
.336 .036 .327 9.197 .000 .454 2.203 
Resources .091 .029 .104 3.097 .002 .509 1.963 
Friendship -.074 .033 -.073 -2.263 .024 .555 1.802 
 
Organizational optimism as measured by Organizational OptiMeasure can be predicted 
by the CFA-validated Overall Optimism Profile and the PCA-validated Celebrations, 
Resources, and Friendship independent variables. The PCA-validated Friendship factor 
provided a weak negative influence, and the PCA-validated Resources component had a weak 
positive influence on the Organizational OptiMeasure dependent variable. The CFA-validated 
Overall Optimism Profile had a low moderate influence, and the PCA-validated Celebrations 
variable had a moderate influence on Organizational OptiMeasure. The PCA-validated 
Celebrations variable contributed to an increase in R-squared in the regression runs where this 
variable was included. The β value for the PCA-validated Celebrations variable indicted that it 
had the largest influence on the regression model, indicating that recognizing employees and 
celebrating important moments plays a significant role in influencing organizational optimism. 
Access to resources increases feelings of optimism and optimists are better at engaging in 
coping strategies that allow them to access more resources (Brissette et al., 2002; Fredrickson, 
1998; Heinenon et al., 2006). Positive feelings of organizational culture and employee 
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engagement are enhanced by feelings of empowerment, engaging in meaningful work, and 
celebrating important moments (Amabile & Kramer, 2011; Baumgartner, 2020; Cross, 2019; 
Murphy, 2015; Tsaur et al., 2019).  
Research Question 6 
The sixth research question asked, “Does the LOT-R influence the Optimism Profile?” 
Linear regression was run to identify if the Optimism Profile can be partially predicted by an 
individual’s personal optimism as represented by the LOT-R scale. Three regression analyses 
were run to address this question. In all three analyses, the independent variables were Position 
Level, Age, LOT-R Pessimism, and LOT-R Optimism. In the first run, the Overall Optimism 
Profile was the dependent variable. In the second run, the Optimism Profile Empowered 
Connection factor score was the dependent variable. In the final run, the Optimism Profile 
Joyful Engagement factor score was the dependent variable (Table 4.39). 
Table 4.39 
Regression Runs with the Optimism Profile Factors as Dependent Variables  
 Independent Variables Dependent Variables 
Run 1  Position Level, Age, LOT-R 
Pessimism, LOT-R Optimism 
Overall Optimism Profile 
Run 2 Position Level, Age, LOT-R 
Pessimism, LOT-R Optimism 
Optimism Profile Empowered Connection 
Run 3 Position Level, Age, LOT-R 
Pessimism, LOT-R Optimism 
Optimism Profile Joyful Engagement 
 
Prior to running regression analysis, bivariate correlations were explored between 
demographic variables and each of the Optimism Profile and the LOT-R factors. There was a 
moderate statistically significant correlation at the .01 level for Position Level and Overall 
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Optimism Profile (r = -.255), Optimism Profile Joyful Engagement (r = -.223), and the 
Optimism Profile Empowered Connection (r = -.271). There was a weak yet statistically 
significant correlation at the .01 level for Position Level and LOT-R Pessimism (r = .199) and 
LOT-R Optimism (r = -.200). There was a weak correlation for Age and Overall Optimism 
Profile (r = .118), Optimism Profile Joyful Engagement (r = .118), Optimism Profile 
Empowered Connection (r = .105), Pessimism (r = -.214), and Optimism (r = .234) at the .01 
level. There were weak yet statistically significant (p < .05) correlations for Ethnicity and 
Overall Optimism Profile (r = .093), Optimism Profile Joyful Engagement (r = .078), and 
Optimism Profile Empowered Connection (r = .091). There was also a weak statistically 
significant correlation for Number of Employees and Overall Optimism Profile (r = -.088, p < 
.05), Optimism Profile Joyful Engagement (r = -.101, p < .01), and Optimism Profile 
Empowered Connection (r = -.082, p < .05). Due to the weak correlations for Number of 
Employees and Ethnicity, these variables were not included in the regression analyses for this 
research question. The same Position Level dummy variable used in Research Question 5 was 
used for regression analyses for Research Question 6. An additional dummy variable for Age 
was created where individuals 49 and under = 0, and individuals 50 and older = 1 Table 4.40 
shows the descriptive statistics and mean score differences. Bivariate Correlations for all 




Descriptive Statistics and Mean Score Differences for the Optimism Profile 
Variable/Code Description N Mean Standard Deviation 
Position Level 
    
0 All Positions 40 and above 534 4.8654 0.694 
1 All Positions 39 or below 163 4.3948 0.917 
Age     
0 49 or younger 331 4.6560 0.807 
1 50 or older 366 4.8452 0.740 
 
Regression analysis with Overall Optimism Profile as the dependent variable. 
Linear regression analysis was run with Overall Optimism Profile as the dependent variable and 
LOT–R Optimism and LOT-R Pessimism, Position Level, and Age as the independent 
variables. A significant regression equation was found, with F (2,694) = 65.139, p < .000, and 
R2 = .156. The regression, using the stepwise enter process, with parameters set at the .05 level 
for entering and .10 level for exclusion, showed that LOT-R Optimism and Position Level had a 
small significant influence on the Overall Optimism Profile variable, suggesting that personal 
optimism and position level in an organization’s hierarchy influenced an employee’s personal 
experience with workplace optimism. The models resulting from the stepwise enter process are 




Regression Analysis for Position Level, Age, LOT-R Optimism and LOT-R Pessimism 
Independent Variables on Overall Optimism Profile (N = 697) 
Model Explanatory Variable R2 R2 Adj ∆R2 ∆F p 
1 Position Level .066 .064 .066 48.895 .000 
2 Position Level, LOT-R 
Optimism 
.158 .156 .092 76.101 .000 
Note. Age and LOT-R Pessimism were excluded in the stepwise enter process. 
The Overall Optimism Profile variable was significantly influenced by a participant’s L 
OT-R Optimism and Position Level. The standardized coefficient betas for LOT-R Optimism 
(β) and Position Level (β) indicated that these variables had a small influence on the Overall 
Optimism Profile dependent variable. There were no multi-collinearity issues for this analysis; 
VIF and tolerance statistics were close to 1.0. Table 4.42 shows the standardized beta 
coefficient (β) of the independent variables, along with their significance levels. 
Table 4.42 
Regression Summary for Age, Position Level, and LOT-R Optimism and Pessimism on Overall 
Optimism Profile (N = 697) 
Explanatory Variables B SE β T p Tol VIF 
Position Level -.356 .065 -.194 -5.453 .446 .959 1.042 
LOT-R Optimism .333 .038 .310 8.724 .000 .959 1.042 
Note. Age and Pessimism were excluded in the stepwise enter process. 
Position Level and the LOT-R Optimism are weak yet statistically significant 
influencers of the Overall Optimism Profile variable. Age and LOT-R Pessimism had no 
statistically significant effect on the Overall Optimism Profile dependent variable. An 
employee’s position level and personal dispositional optimism level influence 15.8% of their 
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perceptions of their workplace optimism experiences. Most of that contribution to a person’s 
personal experience of optimism at work was due to a person’s dispositional optimism or their 
LOT-R Optimism.  
Regression Analysis with the Optimism Profile Empowered Connection as the 
Dependent Variable. Linear regression was run with Optimism Profile Empowered 
Connection as the dependent variable and LOT-R Optimism, LOT-R Pessimism, Age, and 
Position Level as the independent variables. A significant regression was found, with F (2,694) 
= 64.339, p < .000, and R2 = .156. The regression, using the stepwise enter process, with 
parameters set at the .05 level for entering and .10 level for exclusion, showed that the LOT-R 
Optimism and Position Level variables significantly contributed to the variance in the Optimism 
Profile Empowered Connection dependent variable. The models resulting from the stepwise 
enter process are shown in Table 4.43. 
Table 4.43 
Regression Analysis for Position Level, Age, LOT-R Optimism and LOT-R Pessimism 
Independent Variables on Optimism Profile Empowered Connection (N = 697) 
Model Explanatory Variable R2 R2 Adj ∆R2 ∆F p 
1 Position Level .074 .073 .074 55.770 .000 
2 Position Level, LOT-R Optimism .156 .154 .082 67.567 .000 
Note. Age and Pessimism were excluded in the stepwise enter and delete process. 
The variance in the Optimism Profile Empowered Connection dependent variable was 
significantly influenced by participants’ LOT-R Optimism and Position Level.  
The standardized coefficient betas for LOT-R Optimism (β = .293) and Position Level 
(β = -.214) indicated that these variables influenced the variance in the Optimism Profile 
Empowered Connection dependent variable. There were no multi-collinearity issues for this 
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analysis; VIF and tolerance statistics were close to 1.0. Table 4.44 shows the standardized 
coefficient (β) of the independent variables, along with their significance levels. 
Table 4.44 
Regression Summary for Age, Position Level, and LOT-R Optimism and LOT-R Pessimism 
Independent Variables on Empowered Connection (N = 697) 
Explanatory Variables B SE Β T p Tol VIF 
Position Level -.380 .063 -.214 -6.002 .000 .959 1.042 
LOT-R Optimism .304 .037 .293 8.220 .000 .959 1.042 
Note. Age and Pessimism were excluded in the stepwise enter process. 
Based on the standardized betas, the Position Level and LOT-R Optimism independent 
variables are weak, yet statistically significant, influences on the variance in the Optimism 
Profile Empowered Connection dependent variable. The relationship between Position Level 
and Empowered connection was negative, indicating that higher-level employees were more 
likely to experience a positive sense of empowered connection. Age and LOT-R Pessimism had 
no statistically significant effect for the Optimism Profile Empowered Connection dependent 
variable. An employee’s position and optimism level influenced their perceptions of their sense 
of empowered connection.  
Regression Analysis with Optimism Profile Joyful Engagement as the Dependent 
Variable. Linear regression was run with Optimism Profile Joyful Engagement as a dependent 
variable and LOT-R Optimism, LOT-R Pessimism, Age, and Position Level as independent 
variables. A significant regression equation was found, with F (3,693) = 36.893, p < .000, and 
R2 = .138. The regression, using the stepwise enter process, with parameters set at the .05 level 
for entering and .10 level for exclusion, showed that LOT-R Optimism, Age, and Position Level 
contributed to the variance in the Optimism Profile Joyful Engagement dependent variable at a 
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statistically significant level. The models resulting from the stepwise enter process are shown in 
Table 4.45.  
Table 4.45 
Regression Analysis for Position Level, Age, LOT-R Optimism, and LOT-R Pessimism 
Independent Variables on Optimism Profile Joyful Engagement (N = 697) 
Model Explanatory Variable R2 R2 Adj ∆R2 ∆F p 
1 Position Level .051 .049 .051 37.014 .000 
2 Position Level, Optimism .056 .054 .006 4.320 .038 
3 Position Level, Age, Optimism .138 .134 .081 65.322 .000 
Note. Pessimism was excluded in the stepwise enter and delete process. 
The standardized coefficient betas for LOT-R Optimism (β = .297) and Position Level 
(β = - .161) indicated that these variables influenced the variance in the Optimism Profile Joyful 
Engagement dependent variable. There were no multi-collinearity issues for this analysis; the 
VIF and tolerance statistics were close to 1.0. Table 4.46 shows the standardized coefficient 
beta of the independent variables, along with their significance levels. 
Table 4.46 
Regression Summary for Age, Position Level, LOT-R Optimism, and LOT-R Pessimism on 
Optimism Profile Joyful Engagement (N = 697) 
Explanatory Variables B SE Β t p Tol VIF 
Position Level -.252 .057 -.161 -4.415 .000 .932 1.073 
Age .024 .049 .018 0.488 .626 .917 1.090 
Optimism .271 .034 .297 8.082 .000 .920 1.087 
Note. Pessimism was excluded in the stepwise enter and delete process. 
 The LOT-R Optimism and Position Level variables had a weak, yet statistically 
significant, influence on the variance for all the Optimism Profile factors. Age and the LOT-R 
Pessimism variables did not influence the variance in the Overall Optimism Profile or its 
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component variables, Empowered Connection and Joyful Engagement. The findings suggest 
that a person’s dispositional optimism as defined by the LOT-R may contribute to their personal 
experience of optimism at work. 
Research Question 7 and Phase 2: Scale Testing 
Phase 2 of this study explored the question, “Do the factor-validated results from the 
Optimism Profile, optimistic leadership, and organizational optimism items align with the 
participants’ perceptions of their organization?” Data were gathered from one organization and 
analyzed to address this question. Participants were asked to complete a survey that contained 
the 14 items from the Optimism Profile, the four items from the Optimistic Leadership scale, 
and the five items from the Organizational OptiMeasure. The survey also included the 10 item 
LOT-R as well as demographic questions included in the Phase 1 survey. Once the survey was 
completed, the results were analyzed and shared with a five-person focus group (see Appendix 
U). Feedback was elicited from the focus group to inform this research question. 
Organization Scale Results 
The office staff of a Midwest paper manufacturing company were invited to participate 
in this study. An invitation to participate in the survey was sent by email from the Chief 
Operating Officer to the office personnel. Participants had two weeks to complete the survey, 
from December 1, 2020 to December 14, 2020. Of the 30-person office staff, 22 participants 
attempted to take the survey and 20 participants completed enough items to be included in the 
survey results.  
Of the 20 responses included for analysis, 65% identified as male, 25% identified as 
female, and 10% chose not to respond to the gender question. The age range of participants 
varied. Of the 20 participants, 4% were between the ages of 35 and 49, 35% were between the 
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ages of 50 and 64, 15% were between the ages of 25 and 34, and 10% chose not to respond to 
the question. Most respondents (80%) identified their race or ethnicity as white. Of the 20 
participants, 45% had a bachelor’s degree, 25% had some level of college education, and 15% 




Demographics of Phase 2 Survey Participants (N = 20) 
Demographics  Frequency % 
Gender    
 Male 13 65 
 Female 5 25 
 Unknown 2 10 
Ethnicity    
 White 16 80 
 Hispanic or Latino 1 5 
 Other 1 5 
 Unknown 2 10 
Age    
 25 to 34 3 15 
 35 to 49 8 40 
 50 to 64 7 35 
 Unknown 2 10 
Education Level    
 High School or Less 2 10 
 Some College 5 25 
 Bachelor’s Degree 9 45 
 Advanced Degree 3 15 
 Unknown 1 5 
Average Hours Per Week    
 30 to 40 1 5 
 More than 40 18 90 
 Unknown 1 5 
Years at Company    
 Less than 3 years 10 50 
 3 to 5 years 3 15 
 6 to 10 years 4 20 
 11 to 20 years 2 10 
 Unknown 1 5 
 
The scores were then summed and provided to the participants. The scores are reviewed 
within each construct. Table 4.48 contains the mean scores of the Phase 1 participants with the 




Mean Scores for Phase 1 Participants Compared to Mean Scores of the Phase 2 Participants 
Component Phase 1 Participants Phase 2 Participants % difference 
Personal Optimism (Full LOT-R) 3.90 4.05 3.0 
Optimism Profile Joyful 
Engagement 
3.77 4.84 17.8 
Optimism Profile Empowered 
Connection 
4.41 4.96 9.2 
Optimistic Leadership 4.06 5.01 15.8 
Organizational OptiMeasure 3.01 4.99 33.0 
 
The Phase 2 participants scored higher in all six areas of the survey than the Phase 1 
participants. The Optimism Profile Joyful Engagement score was 17.8% higher and their 
Optimistic Leadership Score was 15.8% higher than the average. The Optimism Profile 
Empowered Connection score was 9.2% higher than the average. Most notably, their 
Organizational OptiMeasure score was 33.0% higher than the average score for the Phase 1 
participants. 
Feedback on the Organizational Optimism Report 
 The Phase 2 organization was the office staff of a paper products manufacturing 
company in the Midwest. The office staff consisted of 30 people, 20 of which completed the 
survey. Five members of the team were able to meet and discuss the results of the survey. The 
five team members had jobs in customer service, marketing, scheduling, maintenance, and 
purchasing. There were four men and one female, and all were White/Caucasian.  
 The results were shared in a live virtual session that took place over Zoom meetings. 
The session was recorded with their permission. They viewed the results as reflective of their 
office staff. They remarked that the overall results may have been lower if the entire 
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organization, including the line staff who work on the factory floor, had been invited to take the 
survey. The survey contained the items from the Optimism Profile, the Optimistic Leadership 
Scale, the Organizational OptiMeasure, and the Life Orientation Test–Revised. The results were 
presented together as the Organizational Optimism Report and participants were asked to 
provide feedback about the results.  
The participants received a brief overview of optimism at work and then discussed each 
of the five constructs: Personal Optimism from the LOT-R, Joyful Engagement and Empowered 
Connection from tithe Optimism Profile, Optimistic Leadership, and Organizational Optimism 
from the Organizational OptiMeasure. Overall, participants reported that the results matched 
their perception of their organization.  
The Five Constructs. Participants were given a brief introduction into the research and 
an overview of the five areas of measurement in the survey. They were asked how the concepts 
might relate to each other in the workplace. There was general agreement that the constructs 
were interrelated in some way. One participant stated: 
I think they’re all related and overlap. My questions are like chicken or the egg 
arguments. Do you get optimism in the workplace because you hire optimistic people, or 
do you take regular people and by virtue of an optimistic workplace turn them into 
optimists? 
 
They agreed to an interrelated or circular notion of these constructs. They expressed that 
the constructs were connected, but they were not sure how exactly they worked together, what 
influenced what, or if they all influenced each other. After reviewing the constructs, I shared the 
team’s mean scores with the mean scores from participants in the Phase 1 group to provide a 
comparison. The scores for the Phase 2 organization were above the Phase 1 scores from a 
sample of adult working people in all areas of work. Participants remarked that their 
organizational score might be lower if the entire organization was involved, including the line 
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staff, but not by much. Participants indicated that their organization engages in many activities 
and practices that they believed promoted optimism at work, including personal growth 
practices, mental and physical health initiatives, and transparent practices. Prior to the pandemic 
of 2020, the company met monthly to share results and discuss success and areas of 
improvements. One of the practices was to review the highest and lowest performing projects of 
each month at the organization’s company meeting. Participants remarked that while the lowest 
performing product was shared, employees were not shamed; instead, leadership pointed out 
areas of improvement and focused mostly on positive aspects. Participants also remarked that 
the mission and values of the company are at the core and are shared. The organization’s values 
include Collaboration, Grit, Growth Mindset, Innovation, Ownership, and Passion for a Better 
World. These monthly meetings were canceled due to the pandemic and participants reported 
that they missed these meetings and the opportunity they had to see people working in different 
parts of the organization and hearing directly from leadership. Participants also pointed out that 
the scores may have been lower if the floor staff were included in this report due to the time of 
the year. They explained that during this season, the floor staff is often working mandatory 
overtime to meet the needs of the customer. This additional overtime work can be hard on the 
staff. After the overall scores were discussed, the participants reviewed each individual 
construct. 
 Personal Optimism. Personal optimism was defined for the group as “an individual’s 
ability to see, focus, and feel the good, in themselves, in others, and in the world, regardless of 
the circumstances.” (Carver et al., 2010; Life is Good, 2004; Scheier & Carver, 1992). Personal 
optimism was based on the LOT-R Optimism factor scores. The Phase 2 participants scored 3% 
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higher than the Phase 1 participants. The team reported that they felt the score accurately 
reflected the makeup of people in their organization.  
One member who had been with the organization for more than 10 years pointed out that 
when the organization transitioned to a lean manufacturing style a good personality fit became a 
focus for management. Two of the members that had been with the company for only a few 
years indicated that personality and individual traits seemed to be nearly as important as talent 
or skills. One participant explained: 
I mean, [if] you want [an] optimistic workplace, hire optimistic people. And while that's 
not one of our core values, it's not, as it's written, it's an undercurrent to all of the core 
values. You have to have the expectation that things are going to get better or be better. 
That you can make a difference in making that happen. Otherwise, you know, you don't 
get these kinds of results. So, I think, I'm not surprised by it. Not in the least.  
The organization looks to hire people who fit the company’s values and has a good 
personality fit. One participant pointed out that the organization went through a transition years 
ago and they wanted employees who were a good fit; if employees were not a good fit, “it was 
like, maybe you’re just not a good fit and no harm, no foul.” Participants agreed that the hiring 
staff at the organization tended to select employees who had appropriate skills if they were also 
a good fit. The participants indicated that this may explain the high personal optimism scores.  
Joyful Engagement. The next concept discussed was Joyful Engagement, which was 
defined as “A positive, hopeful, and fulfilling experience that commands a person’s full 
presence in an activity.” The organization scored 17% higher on Joyful Engagement than the 
Phase 1 participants. Participants remarked that the Joyful Engagement score also felt right. 
They did feel that because this survey was only sent to office staff, it was skewed higher than if 
it had included the floor personnel. They also pondered that the score may vary throughout the 




We hit what we call seed season at [this organization], where we're manufacturing first 
seed people, and we have not stopped and we hit it early and we, it's gone on longer than 
we expected. And it's been hard on production. It really has. Those people have been 
phenomenal, but, you know, you get to the point where I don't care about the overtime. I 
just want the time off. 
They also felt that the organization offers physical and mental health initiatives that 
promote engagement.  
One participant did take issue with the item “I find purpose in my work.” The 
organization regularly issues company surveys and the items about purpose tend to be 
problematic. The participant indicated that this item may be too open for interpretation. A 
second participant indicated that they disagreed; they thought the statement “I find purpose in 
my work” was important. One participant explained how they found meaning:  
We’re making [products] and some people perform surgery, some people put out fires 
and save people. If you look at purpose in those terms, then you’re going to get a totally 
different perspective than if you’re saying, well, we, we make a good product and we 
make customers happy, which they make their customers happy… When I buy 
something online or wherever, I kind of want good service and I kind of want the 
product, and I don’t want to wait too long. And that’s what we’re doing for 
people…some of our products are helping the environment. I guess a, a little bit of a 
plus to me. 
The participants also offered a few additional statements about joyful engagement such as 
“when you go home at night, do you smile more often than you frown?” and “if you ask your 
husband, wife, significant other, if you start talking about work, is there, is in their mind going, 
‘Oh my God, here we go again.’ Or, ‘Great. Let me hear about it.’” A participant also remarked 
that they felt that there was nothing practical on this list and that for them, they separate work 
from personal fulfillment. This participant also suggested that engagement is not important in 
everyday work, especially for mundane tasks. The participant suggested that some tasks, 
especially repetitive tasks, like mowing the lawn, or filing, do not require complete focus. The 
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participant indicated it is difficult to engage fully in less immersive tasks. Overall participants 
felt that this score reflected their perceptions of the organization.  
Empowered Connection. The next construct discussed was Empowered Connection, 
which was defined for the group as “Cooperative interaction with others that promotes a sense 
of safety, confidence, and competence that allows you to take risks and try new things.” The 
organization’s Empowered Connection score was seven percentage points above the mean for 
the Phase 1 group. The Participants suggested that they were not surprised by these scores.  
According to one member of the focus group the leadership at the company has 
implemented initiatives to allow voices to be heard: 
[The COO and the CEO] are great about it, but they really drive the bus when it comes 
to, making sure that people's voices are heard, may that be through our appreciation 
programs, like our high five programs or our team member of the month, all of those 
positive things. But then we also have like the anonymous ask [Company] sort of stuff, 
right. To where anybody can write down something, don't have to put their name to it. 
And it goes the first person to read it is the owner of the company. Right. That kind of 
thing. So, I mean, we, we really do put a lot of effort into making sure that people's 
opinions are heard. 
 
Interestingly, the “I feel that my opinions are heard” was the second lowest score in the 
Empowered Connection component, M = 4.80, and “I feel that my ideas are acted upon” was 
the lowest score among all the work-related items, M = 4.25. Overall, the Empowered 
Connection scores were high, and the participants agreed that the scores matched their 
perceptions of the organization.  
The participants had three suggestions for changes to the survey items. First, they would 
have liked to see an item about relationships that were not peer to peer, something that got to 
the supervisor/subordinate relationship. Second, they would have liked to have seen an item 
about risk-taking. One participant reflected, 
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To be creative gets close, but the fact that we have a great organization on the innovation 
side in that, we take risks knowing that they might not work out, and it’s not, there’s no 
negative, failure assigned to that. It’s viewed as a learning process. We’re actually to 
take risks, to try things now. 
 
Others agreed with this participants’ reflection. The third suggestion was regarding the 
statement “I know what decisions I can make at work.” They felt that a better statement may 
have been “I feel supported in the decisions that I make at work.” One participant explained, “I 
know what decisions I can make at work. That also means I know what decisions I cannot make 
at work. And then, doing so would involve risks in the negative sense.” They felt that this 
change would also appeal to the supervisor/subordinate relationship. Overall participants agreed 
that the Empowered Connection score reflected their perception of the organization.  
 Organizational Optimism. The next construct reviewed was Organizational Optimism 
as measured by the Organizational OptiMeasure. Organizational Optimism was defined as “an 
organization’s culture of optimism that promotes an employee’s ability to see, focus, and feel 
the good, in themselves, in others, and in their work, regardless of the circumstances.” The 
Phase 2 participants scored 33% higher than the Phase 1 participants. Once again, the 
participants agreed that score reflected their perceptions of the workplace. One participant 
explained that there is predictability and reliability at this organization.  
The big difference here from any place I've worked, in nearly 30 years of employment . . 
. there is absolute confidence that what we set out to do is what we're going to do. And I 
don't necessarily mean that from an outcome as much as from a process, right. When we 
say we're committed to safety that means that we will . . . we can expect to see things in 
the plant that physically support that statement. Right. That's the lingo, we walk the talk. 
And when you're in an environment where that happens . . . you expect the best 
outcome, you know at any time. And I think, I feel I expect that because of what I see 
consistently, regularly, and materially happening inside our company. 
 
The participant seemed to equate a safe, predictable, and reliable environment with an 
environment that supports a culture of optimism. Individual item scores for the Organizational 
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OptiMeasure were all high. The lowest score was for “Our organization recognizes optimistic 
thinking” (M = 4.80). The highest score was for “Our organization encourages us to see the 
good in a difficult situation” (M = 5.30). The participants did not recommend any direct changes 
to the items in this section.  
 One participant shared a story about a job that the organization took on. They explained 
that the organization is known in the industry for taking on the hardest jobs, the ones no one 
else wants to do. The organization had taken on a job that was particularly difficult and they did 
it well, but for the employees on the floor, the job was grueling. He explained: 
The work was running slow, a lot slower than what they're used to running it and all of 
this kind of stuff. And at the end of the job, they really felt beat up. Right. They, they 
were really kind of down in the dumps at the end of it. But when you look at it from a 
business perspective, we knocked it out of the park. They met every, everybody that was 
involved, met every expectation that was, that was perceived, one. Two, they exceeded 
them.  
 
They had performed something like 60% above the gross profit margin. The participant 
indicated the employees felt downtrodden. They felt that in this instance, leadership did not 
clearly communicate expectations. Leadership did communicate to the entire organization after 
the fact that the job was a success. Participants believed that this job may have sparked the 
sharing of customer feedback at company meetings. Overall, the participants felt that the 
Organizational OptiMeasure Score reflected their perceptions of the organization. 
Optimistic Leadership. The final construct reviewed was Optimistic Leadership, which 
was defined as “leadership that happens through seeing the good and amplifying the good in 
ourselves, others, as well as projects, initiatives, and processes.” The Phase 2 participants scored 
15% higher than Phase 1 participants on the Optimistic Leadership scale score. The participants 
agreed that their score was reflective of their perceptions of the organization.  
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 The participants indicated that the leaders at the organization care about the personal and 
professional development. One participant explained “the company truly car[ing about] . . . us 
becoming the best version of ourselves speaks to that aspect of leadership and leaders.” The 
organization participated in an organizational improvement program, and in the exercise, they 
shared their goals for the organization. The CEO’s goal for the organization was to offer 100% 
medical and dental benefits, and other benefits to support the employees’ personal and 
professional well-being. The participant saw this as an example of Optimistic Leadership. The 
example illustrated a leader looking to continually improve processes and make work better. 
One participant reflected that at this organization, growth mindset is a core value, and they 
believed that when “you are continually growing, you are also striving to be better, which can 
also lead you to be optimistic.” The participants agreed that the organization felt like the scores 
reflected their perception of Optimistic Leadership at their organization.  
Summary 
In this study, the Optimism Profile was validated through a mixed methods research 
design. In the process of validating this scale, two additional scales were created, the Optimistic 
Leadership Scale and the Organizational OptiMeasure, and two scales were factor validated for 
this study’s sample, the MBI-GS and the LOT-R. In Phase 1, data were collected through an 
online survey. The survey contained two qualifying questions, 92 Likert-type scale statements. 
Participants were asked to respond to 49 statements for the Optimism Profile, nine statements 
about Organizational Optimism, and nine statements regarding Optimistic Leadership. 
Participants were also asked to complete the 10 item LOT-R. A subset of participants was asked 
to respond to 15 statements from the MBI-GS. The survey also contained eight demographic 
questions and an open-ended question inviting participants to share thoughts about positive and 
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negative feelings at work. A total of 697 responses were included for analysis in Phase 1. The 
Likert scale responses were analyzed using descriptive statistics, bivariate correlations, factor 
analysis, and regression analysis. Through PCA and CFA, both the LOT-R and the MBI-GS 
were able to achieve a good model fit for this study’s sample with covariation. PCA and CFA 
were also used to discover the four factors related to Optimism at Work: Optimism Profile 
Joyful Engagement and Optimism Profile Empowered Connection, Optimistic Leadership, and 
Organizational Optimism. There are three resulting scales: the Optimism Profile which contains 
the Joyful Engagement and Empowered Connection subscales, the Optimistic Leadership Scale, 
and the Organizational OptiMeasure which measures Organizational Optimism. 
In Phase 2 of the study, the newly validated scales were tested on the office staff of a 
midwestern manufacturing company. In this Phase, 20 office staff completed the newly 
designed scale and the data from the scale was summarized and shared with a small focus 
group. The focus group interview data showed that the scales accurately reflect the participants’ 
perceptions of Joyful Engagement, Empowered Connection, Optimistic Leadership and 
Organizational Optimism in relation to their workplace and the that these scales are relevant to 
the workplace. Chapter V explores the implications of these results and their potential impact on 
practice and future research. 
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Chapter V: Discussion and Recommendations 
 “Optimism is essential to achievement and it is also the foundation of courage and true 
progress” (Butler, n.d.). 
The world and the workplace are better with optimists. Optimism is an essential 
component to promoting a positive productive workplace. Optimists are better salespeople, have 
better organizational citizenship behavior, have increased job satisfaction, and are more engaged 
(Avey et al., 2009; Christian et al., 2010; Munyon et al., 2010; Seligman & Schulman, 1986). 
Business leaders need to recognize the importance of optimism at work and to implement 
strategies to build an optimistic workplace. Optimism is better for business as it increases 
employee engagement and productivity, even more so than working for a great manager 
(Murphy, 2020). Optimism at work flourishes in an environment that promotes joyful 
engagement and empowered connection. It is vital for organizational leaders to take time to 
measure and address workplace optimism. 
This study revised and validated a measure used by the Life is Good Playmakers and 
created two new scales that will help organizations and leaders develop a workplace cultivating 
a culture of optimism. This study also explored the influence of personal optimism as measured 
by the LOT-R on an employee’s personal experience of workplace optimism as measured by the 
Optimism Profile. Additionally, the study explored the influence of an employee’s personal 
experience of optimism at work as measured by the Optimism Profile on a workplace’s ability 
to cultivate optimism as measured by the Organizational OptiMeasure. This research revealed 
four elements of workplace optimism: Empowered Connection, Joyful Engagement, Optimistic 
Leadership, and Organizational Optimism. Cultivating a culture of optimism can be 
challenging, and these measures are designed to support leaders and organizations in measuring 
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the state of these factors. Creating more optimistic workplaces and optimistic leaders may help 
employees experience more productive and fulfilling work lives and organizations to experience 
more success. This chapter summarizes this study's key findings and proposes The Frost 
Optimistic Workplace Model (see Figure 5.2) and discusses limitations and implications for 
future practice and research. 
Summary of Key Findings 
This study explored the factors connected to creating a culture of optimism at work. A 
two-phased mixed-methods approach was used to explore those ideas and addressed seven 
research questions. The study resulted in three new scales for measuring four components of 
workplace optimism: Joyful Engagement, Empowered Connection, Optimistic Leadership, and 
Organizational Optimism. 
In the first phase of the study, six research questions were addressed by analyzing the 
responses of 697 adults who worked full-time at an organization that employed 20 or more full-
time employees. The Phase 1 survey contained five components: two previously validated 
scales, the MBI-GS (15 items) and the LOT-R (10 items); items to revise and validate the 
Optimism Profile (49 items); and items to create two new scales that measure Optimistic 
Leadership (9 items) and Organizational Optimism (9 items). PCA and CFA were run on the 
items for each of the proposed and previously validated scales.  
The two previously validated scales, the LOT-R and the MBI-GS, were tested with the 
sample population. CFA confirmed that the existing LOT-R scale could be used with the sample 
population using an alternate two-factor model used by other researchers (Cano-García et al., 
2015; Herzberg et al., 2006; Zenger et al., 2013). The final LOT-R achieved a good model fit 
after two items on the optimism component were covaried. A modified version of the MBI-GS 
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also worked for this population after covariation of two exhaustion subscale items and three 
items of the cynicism subscale. These scales provided discriminant analysis for the factors of 
the Optimism Profile. They correlated as expected; the negatively worded factors correlated 
negatively, and the positively worded factors correlated positively with the Optimism Profile. 
The correlations found between the Optimism Profile and the LOT-R or the MBI-GS were weak 
to moderate at best. These weak to moderate correlations were somewhat surprising. 
Considering that the study's premise was that when the four domains–joy, engagement, 
empowerment, and connection–are present, organizations can create an environment where 
optimism can flourish. It was expected that these correlations would be somewhat higher. The 
highest correlation was between the Joyful Engagement factor and the MBI-GS Cynicism 
subscale (-0.547, p < .01). The lowest correlation was between Joyful Engagement and LOT-R 
Pessimism subscale (-0.279, p < .01). There are certainly differences between the components of 
the MBI-GS, the LOT-R, and the Optimism Profile. Considering that optimism is typically 
related to positive thinking and experiences, and burnout is arguably inversely related to 
positive thinking and experiences, components designed to measure an employee’s personal 
experience of workplace optimism, I assumed that the correlations would be higher. Research 
has indicated that burnout is inversely correlated with job satisfaction (Maslach & Jackson, 
1981; Maslach et al., 2001). 
The original Optimism Profile statements were reviewed to identify potential 
modifications, double-barreled items were adjusted, and additional statements were developed 
to ensure that the items reflected the critical components of cultivating an optimistic workplace. 
Principal component analysis (PCA) and confirmatory factor analysis (CFA) were run on the 49 
existing, modified, and proposed new items of the Optimism Profile. Six components emerged 
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from the final PCA model, which included 39 items. Two of the components were eliminated 
before the final CFA run due to poor overall model fit in initial CFA runs. Although both 
components had relatively high Cronbach’s Alpha scores, above .750, some of the items had 
low loadings and covaried with the other components. Figure 5.1 illustrates the components 
from PCA and those deleted either before or during CFA.  
Figure 5.1 
Components of PCA and CFA 
 
Note. The items with a strike-through did not fit into the final model. Empowered Connection is 
a second order factor that encompasses Team Values and Autonomy. 
Following PCA, four components–Joyful Engagement, Team Values, Autonomy, and 
Friendships–were included in CFA analysis to identify a model with appropriate goodness-of-fit 
statistics. Weaker items were identified for removal by evaluating standardized residual 
covariances (SRCs) and modification indices (MI). The friendship component was removed in 
CFA, and then a three-factor model was identified. This three-factor model had good composite 
reliability (CR), scores above .7, for each of the three factors. The Joyful Engagement 
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component had a maximum shared variance (MSV) and average shared variance (AVE) within 
acceptable tolerance levels, with AVE greater than .5 and MSV less than AVE. The Autonomy 
component and Team Values components had MSV scores higher than AVE scores indicating 
challenges with discriminant validity. The two components had overlapping traits and a 
foundation of theoretical support that showed a connection between the two factors. A second 
order component can be used to address issues with MSV if a theoretical foundation exists 
(Gaskin, 2020). Given the theoretical and empirical support, a second-order factor was created 
to combine Autonomy and Team Values; this new factor was named Empowered Connection. 
The final two-factor model for the Optimism Profile had goodness-of-fit measures all within 
acceptable levels, with CMIN/DF = 3.161, CFI = .973, and RMSEA = .056.  
 PCA and CFA were also run for the nine Optimistic Leadership items. The nine items 
had acceptable bivariate correlations, all above .300, with at least one other item. PCA 
identified a one-factor, nine-item model. Reliability analysis revealed that Cronbach’s alpha 
could be improved to .881 by removing one item. The eight-item model was run in CFA for 
goodness-of-fit. Weak items were removed by evaluating MI and SRC. The final model 
achieved goodness-of-fit statistics within acceptable levels, with CMIN/DF = 5.178, CFI = .994, 
and RMSEA = .077. Composite reliability for the model was .85, and the average variance 
explained was .54. The maximum shared variance could not be evaluated because there was 
only one component. All four items were moderately correlated with each other at a statistically 
significant level p < .01.  
The nine items for the Organizational OptiMeasure were also evaluated using PCA and 
CFA. PCA identified a nine-item scale with high reliability (Cronbach’s alpha = .943). CFA 
was run for the final PCA model, weak items were removed, and a model with acceptable 
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goodness-of-fit statistics was achieved. The goodness-of-fit statistics for the model were 
CMIN/DF = 3.457, CFI = .994, and RMSEA = .059. The final five items were moderately 
correlated with each other at a statistically significant level, p < .01. Cronbach’s alpha for the 
final model was .910, CR was .949, and AVE was .676.  
After PCA and CFA were completed for each of the scales, linear regression analysis 
was run to determine if the Optimism Profile factors influenced the Organizational 
OptiMeasure. Position Level was included in the analysis because it was correlated with the 
organizational OptiMeasure. Regression analysis was run three times, once with the Overall 
Optimism Profile, once with Empowered Connection, and once with Joyful Engagement as the 
independent variable. The Empowered Connection and the Joyful Engagement components 
were too highly correlated, causing collinearity issues when run together. In each run, the 
Organizational OptiMeasure dependent variable was significantly influenced by the Optimism 
Profile factors. The Optimism Profile factors influenced the Organizational OptiMeasure, 
suggesting that an employee's personal experience with optimism at work influences their 
perceptions of their organization's practice of cultivating a culture of optimism. 
Linear regression was also run to assess whether the variance in the Overall Optimism 
Profile dependent variable was influenced by the LOT-R Optimism, LOT-R Pessimism, Age 
(50 and above), and Position Level (below mid-level) independent variables. The Age and 
LOT-R Pessimism variables did not contribute to any of the three regression runs.  
LOTR- Optimism contributed to all three regression runs. These results suggest that a person's 
dispositional optimism and their position level influences their perception of their experience 
with factors of optimism at work. 
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In Phase 2, the LOT-R, the newly validated Optimism Profile, Optimistic Leadership, 
and Organizational OptiMeasure scales were piloted on a midwestern manufacturing plant's 
office staff. Employees were invited to complete the survey, and if interested, participate in a 
focus group to discuss the results. Twenty participants completed the survey, and five 
individuals participated in the focus group debriefing. The focus group confirmed that their 
scores reflected their perceptions of their workplace. The participants identified some areas of 
improvement for each of the scales and confirmed that the scales measured elements of the 
optimistic workplace overall. Their results and feedback suggest that this scale could be used 
with organizations looking to cultivate an optimistic workplace.  
The Frost Optimistic Workplace Model 
An optimistic workplace appears to need three essential elements: an environment that 
fosters empowering connections, optimistic leaders who engage in and promote solution-
oriented thinking, and an organization that promotes a culture of optimism. These elements 
create a model for optimism at work, which I call The Frost Optimistic Workplace Model. 
Figure 5.2 illustrates the study’s elements of the optimistic workplace and how they might work 
together.  
Figure 5.2 




This model contains the four elements of this study: Empowered Connection and Joyful 
Engagement, Organizational Optimism, and Optimistic Leadership. Empowered Connection 
and Joyful Engagement were inter-connected factors of the Optimism Profile. Empowered 
Connection is depicted as larger because it seemingly had a stronger influence on 
Organizational Optimism. In regression analysis when Empowered Connection was the 
independent variable, it had a slightly stronger influence on organizational optimism, than in 
runs where Joyful Engagement was the independent variable. Optimistic Leadership was not 
included in regression analysis, but it shared moderate to strong correlations with the other 
factors in this model from .612 to .729, indicating that there may be a potential relationship and 
that it belongs in the preliminary versions of this model.  
The findings from this study suggest that empowered connection, joyful engagement, 
organizational optimism, and optimistic leadership are related elements necessary for promoting 
a culture of optimism at work. This next section reviews each of these elements and other 
elements that may fit into new adaptations of this model as the theory of optimism at work 
builds. 
Empowered Connection 
The Empowered Connection subscale measures an employee’s sense of independence, 
safety, and connection with others. The Empowered Connection subscale contained items such 
as “I am trusted to be creative in my work” and “I feel that my opinions are heard.” The rest of 
the items for the Optimism Profile can be found in Appendix D. Empowered Connection was 
defined as cooperative interaction with others that promote a sense of safety, confidence, and 
competence that allows individuals to take risks and try new things. Empowered Connection 
was essential for creating a productive environment where optimism can thrive. In an 
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environment where Empowered Connection is present, employees feel that they can take 
creative risks. They have a sense of empowered independence. Their opinions are heard, and 
their ideas are enacted; they know where they can turn for help, have clear expectations, and 
share values with their teammates. Figure 5.3 illustrates the elements of the Empowered 
Connection component; the orange ideas reflect statements of the Empowered Connection 
component. 
Figure 5.3 
Elements of Empowered Connection 
 
Employees thrive in an environment when they have clear expectations, when they share 
common values with others, when they share values, and when they feel empowered to take 
risks (Amabile & Kramer, 2011; Baumgartner, 2020; Cross, 2019). In an environment where 
people feel supported, free to take a risk, and have clear expectations, they are more creative, 
productive, and innovative (Amabile & Kramer, 2011; Burpitt & Bigoness, 1997; Dweck, 2006; 
Walton, 1985). Employee-Supervisor relationships play a crucial part in employee opinion of 
their workplace (Buckingham & Coffman, 1999/2021). Tenure at an organization is often 
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informed by the employee's relationship with their direct supervisor (Buckingham & Coffman, 
1999/2021; Reina et al., 2018). These relationships and empowered connections may also 
inform an employee's experience of joyful engagement. 
Joyful Engagement  
Joyful Engagement is defined as a positive, hopeful, and fulfilling experience that 
commands a person’s full presence. The Joyful Engagement component contained items such as 
“I feel productive in my day-to-day job” and “I find purpose in my work.” The rest of the items 
for the Optimism Profile can be found in Appendix D. Figure 5.4 illustrates each of the 
elements of the Joyful Engagement subscale. The orange ideas reflect each of the statements of 
the component. 
Figure 5.4 
Elements of Joyful Engagement 
 
There is certainly more room to explore the impact of Joyful Engagement in the 
workplace. When a multiple linear regression was run to predict Organizational OptiMeasure 
scores based on Position Level, Empowered Connection, and Joyful Engagement, 
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multicollinearity issues were identified. Joyful Engagement and Empowering Connection had 
low tolerance levels and high VIF scores. Multicollinearity issues can indicate a high correlation 
between components, so much so that it is hard to separate the elements and see how they 
contribute (Bowerman & O'Connell, 1990; Field, 2013; Hutcheson & Sofroniou, 1999) to the 
dependent variable in multiple regression analysis. In this study, Joyful Engagement was run 
separately in linear regression analysis and positively predicted organizational optimism. Joyful 
Engagement appears to be an essential contributor to organizational optimism.  
Organizations looking to create a culture of optimism may want to create opportunities 
for employees to feel productive, energized, and purposeful. Many of the Joyful Engagement 
elements are subjective, and what may be enjoyable to one person may not be enjoyable to 
others. Employees feel a sense of joyful engagement when they feel productive have a sense of 
purpose and enjoyment in their work. Amabile and Kramer (2011) found that employees are 
more productive and creative when they are deeply engaged in their work. Their finding may 
partially explain why Joyful Engagement and Empowered Connection seem to be in some ways 
enmeshed. 
Optimistic Leadership 
Optimistic Leadership was defined as leadership that sees the good and amplifies the 
good in ourselves, others, and projects, initiatives, and processes. Optimistic Leadership was 
built on the foundation of the concept of goodification, the act of “adapting and innovating any 
activity, based on the environment and the development of the audience, to make it as joyful, 
connecting, empowering, and engaging as possible” (Life is Good Playmakers, 2019). The 
skills of optimistic leaders can be built through practice. When encountering problems, 
optimistic leaders should ask themselves:  
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•  “What’s good about this?” 
• “What can I do to amplify the good?” 
• “What do I need to solve this problem?” 
• “Who can I collaborate with to solve this problem?” 
The practice of optimistic leadership should be continuous. Leaders should always be 
evaluating how they can make improvements and adjustments. The Optimistic Leadership scale 
contained items such as “I am able to continually improve processes to make work better” and 
“I am able to work with others to improve processes at work.” The four elements of the 
Optimistic Leadership scale are illustrated in Figure 5; the items are listed in Appendix D. 
Figure 5.5 
Elements of Optimistic Leadership 
 
Optimistic leadership may share similarities to solution-oriented leadership. Like 
solution-oriented leaders, optimistic leaders focus on the good and build on it; they focus on 
solving problems and inspiring productivity by not dwelling on what cannot be changed 
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(Mussmann, 2006; Norling, 2015). Optimistic leaders may drive productivity and innovation at 
work, and they should continually work toward creating a culture of optimism. Focus group 
participant responses echoed the importance of a leaders influences of optimism. One 
respondent stated:   
If administration is not helpful in creating a positive atmosphere, then it won't be a 
positive place! Leadership is KEY. You can have a staff full of amazing people, and if 
leadership is terrible, it will not be a successful/positive place. I am so lucky to have 
great leaders! 
 
The Organizational OptiMeasure 
The Organizational OptiMeasure was designed to measure organizational optimism, 
which was defined as an organization’s culture of optimism that promotes an employee’s ability 
to see, focus, and feel the good in themselves, others, and the world around them. In the 
Organizational OptiMeasure, respondents rate their opinion on their organization as a whole 
rather than their personal experience of optimism at work. The newly developed Organizational 
OptiMeasure contained five items:  
• Employees are empowered to find solutions to things that are not going right. 
• Our organization encourages employees to find the positive aspects when challenges 
arise. 
• Our organization recognizes optimistic thinking. 
• Our organization encourages us to see the good in a difficult situation. 
• Optimism is a shared value for our organization’s culture. 
The Organizational OptiMeasure is intended to be a litmus test for organizational leaders to 
determine if they are engaging in necessary activities to promote a culture of optimism. A 
workplace where optimism is the foundation inspires positivity and positive thinking, and in 
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theory, limits toxic behavior. Establishing a positive organizational culture is essential to 
promoting employee engagement, job satisfaction, and productivity (White, 2018).  
Additional Elements of Optimism at Work 
The Frost Optimistic Workplace Model is a newly developed model that needs revision 
and further exploration; in the current model only four elements exist–Joyful Engagement, 
Empowered Connection, Optimistic Leadership and Organizational Optimism–but there are 
other elements that may be contributors to optimism at work. Three components from PCA did 
not make it through CFA: Resources, Celebrations, and Friendships. Resources did play a part 
in the Optimistic Leadership scale. Optimism is influenced by access to resources, celebrations 
and recognition activities, and friendships (Brissette et al., 2002; Izard, 2007; Murphy, 2015; 
Segerstrom, 2007). The wonderful thing about knowledge is that it is limitless, so there could be 
other elements of optimism at work that that would benefit from further exploration that were 
not identified in the scope of this study.  
Resources. Another potential element of promoting workplace optimism is access to 
resources. Researchers have found connections between resources and positive thinking and 
optimism, indicating that access to time and resources may be relevant to workplace optimism. 
Fredrickson et al. (2008) found that engaging in practices that build positive emotions builds 
access to cognitive, physiological, psychological, social, and physical resources. Access to 
resources also builds optimism over time (Heinonen et al., 2006). The “Resources” element was 
not strong enough to hold throughout the CFA process despite having moderate to strong PCA 
loadings, from .503 to .736. This factor should be explored more explicitly in future research. 
In this study, the Resources PCA validated factor was run in a regression analysis with 
Organizational OptiMeasure as the dependent variable and the Overall Optimism Profile, 
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Celebrations, Friendships, Resources, and Position Level as the independent variables. 
Additional regression runs replaced the Overall Optimism Profile dependent variable with 
Empowered Connection and Joyful Engagement, respectively. Resources contributed to the 
Organizational OptiMeasure variable at a weak, yet statistically significant, level in regression 
analyses with all three dependent variables. 
Logically, it is impossible to accomplish anything without enough time or resources. 
However, perceived access to time and resources may also be an issue at work. If leaders fail to 
be transparent about available resources or do not communicate priorities, it can impact 
perceived availability for time and resources. An example comes to mind from a previous job at 
a school for kids with behavioral disorders. Staff expressed their frustrations that they were 
being injured due to lack of access to safety equipment. Plenty of safety equipment was 
available, but the organization leaders failed to practice transparency and implement clear 
protocols about how to access needed materials. The problem was easily solved as soon as the 
need was communicated. A lack or even a perceived lack of access to time and resources can 
impact employees’ perceptions of their workplace.  
Perception of time and resources during a pandemic was also particularly tricky. As 
more and more people work from home, their personal and professional lives tend to meld 
together. People stuck at home may be spending more time working than they would otherwise, 
and people trying to manage their children during the day while working a full-time job can also 
get exhausted. I have experienced this blend of time firsthand as I tend to work in fits and starts 
all day as I try to balance working a full-time job, completing this study, and keeping my  
2.5-year-old entertained. Resources also become scarcer in a pandemic; this was exceptionally 
problematic for a family who just used the last roll of toilet paper in mid-March of 2020. It is 
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important to note that because of the warped nature of time and resources during the time this 
study took place, it may have affected the study’s results. People may have responded 
differently to the study if it had launched prior to the COVID-19 pandemic.  
Celebrations. Recognizing and celebrating important moments for employees and the 
organization as a whole and engaging in social enjoyment are important for building workplace 
optimism (Murphy, 2015; Tsaur et al., 2019). The Celebrations factor that emerged in PCA was 
not strong enough to hold in CFA despite having quite strong loadings, between .695 and .793. 
These loadings indicated that there may be a place for celebrations and that the subscale may be 
improved by adding additional items. The PCA-validated Celebrations factor had three items 
that referenced recognition or celebrations, highlighting the importance of providing positive 
attention and celebrating accomplishments in an optimistic workplace. Three multiple linear 
regression analyses were conducted with the Celebrations included as an independent variable 
for Organizational OptiMeasure, Empowered Connection, and Joyful Engagement dependent 
variables. In each of the regression analyses, the Celebrations variable had a strong statistically 
significant influence on organizational optimism as measured by Organizational OptiMeasure, 
Empowered Connection, and Joyful Engagement factor scores. The Celebrations component’s 
influence on organizational optimism is not surprising considering the important role positive 
feedback has in the workplace. 
In Phase 2, participants also contributed to the idea that positive feedback and 
recognition is important in their workplace. The participants discussed enjoying the regular 
feedback in their company’s monthly meetings that were discontinued due to the COVID-19 
pandemic. The meetings provided employees with at least three positive experiences: a time to 
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celebrate top performers, a common touchpoint to connect with coworkers they did not 
regularly see, and feedback on company progress.  
Celebrations and fun are important to organizational culture, but not everyone enjoys 
celebrations in the same way (Plester et al., 2015). Part of celebrating employees is by 
celebrating their accomplishments through positive feedback. Regular positive feedback 
supports employee progress and growth, while feedback given in the wrong way can hinder 
performance and growth (Amabile et al., 2005; Buckingham & Goodall, 2019). Feedback 
should be positive, actionable, regular, and highlight what worked (Buckingham & Goodall, 
2019; Coffman et al., 1999/2021). 
Positive feedback and celebrations are a part of a positive inner work life, which 
contributes to progress. Amabile and Kramer (2011) proposed the Progress Principle, which, at 
a considerably simplified explanation, suggests that a positive inner work life promotes 
creativity, engagement, and commitment, which then fuels a positive inner work life; they refer 
to this process as the progress loop. Figure 5.6 shows a simplified version of the progress loop.  
Figure 5.6 
The Progress Loop 
 
Note. From Amabile and Kramer (2011), p. 98.  
In the progress loop, positive work experiences provide forward momentum, and negative 
feedback and experiences create setbacks. Creating moments that promote positive experiences 
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at work, such as celebrations and giving positive feedback that feed inner work life, are essential 
to promoting progress and creating a culture of optimism at work. 
Friendships and Meaningful Relationships. Building relationships at work is an 
important part of cultivating a positive work culture and may be important to cultivating 
optimism at work (Amabile & Kramer, 2007; Amabile & Kramer, 2011). In this study, the PCA 
Friendship component could not hold up in the CFA process despite moderate to strong 
loadings between .541 and .767. Perhaps this is because all five Friendship items referenced 
casual interactions and not elements of meaningful relationships. 
The regression results indicate that the PCA Friendship factor was not a contributor to 
Organizational OptiMeasure when run with the Joyful Engagement, Celebrations, Resources, 
and Position Level independent variables. In additional runs, where the Joyful Engagement 
independent variable was replaced with Empowered Connection, Friendship was a negative 
predictor of Organizational Optimism (β = -.073, p = .024). It was also a negative predictor 
when Joyful Engagement was replaced with the Overall Optimism Profile variable (β = -.063, p 
= .048). For this study’s sample, casual friendships were not a positive predictor for 
organizational optimism. 
Most research on workplace friendship is positive, but workplace friendships are not all 
positive. They can be distracting, politicizing, and at times draining (Berman et al., 2002; 
Ingram & Zou, 2008; Methot et al., 2015; Pillemer & Rothbard, 2018). Pillemer and Rothbord 
(2018) indicated that workplace friendships are “a nonromantic, voluntary, and in-formal 
relationship between current coworkers that is characterized by communal norms and 
socioemotional goals.” When employees have deep meaningful relationships at work, they 
thrive (Craig & Kuykendall, 2019; Mann, 2018; Winstead et al., 1995). Research from Gallup 
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has found that having a best friend at work contributes to engagement, fewer safety incidents, 
and higher profits (Mann, 2018). The Gallup 12 uses the term best friend, which highlights the 
necessity of meaningful social connections.  
This study’s findings indicates that it is not about the shallow connections but the deep, 
meaningful relationships, as evidenced by the empowered connection as a positive predictor for 
organizational optimism. Workplace friendships should be built upon safety and trust. Leaders 
should support an environment that allows workers to foster meaningful relationships, so that 
employees feel safe enough to engage in risk-taking and creative work. More profound 
connections that show up in the Empowered Connection variable draw out Organizational 
Optimism. 
Limitations 
 Research does not happen in a vacuum; many elements prevented this study from 
achieving perfection. The study took place in 2020 during the height of the COVID-19 
pandemic. Many people around the world suffered from the physical and socioeconomic effects 
of COVID-19. Job loss and hour reductions may have limited people from participation in this 
study. Participants were required to be adults who worked full time (30 hours or more a week) 
at organizations that employed 20 or more full-time employees. If someone had lost their job or 
suffered reduced hours, they would have been ineligible. Organizations were also having to lay 
off employees; it is likely this requirement reduced potential participants. Excluding people who 
did not currently work full-time at an organization with 20 or more employees may have also 
skewed the study more positively, considering that optimists are more likely to get hired and 
promoted (Kaniel et al., 2010). Participant responses may have been affected by the impacts of 
COVID-19. Focus group participants indicated as much in their responses, one participant 
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stated, “Covid has put a damper on optimism right now in our industry. I’m working to find the 
positive and I love where I work but we have taken a huge hit that is testing our resolve.” Living 
through the COVID-19 pandemic may have altered perceptions of the typical meaning of 
“resources,” “celebrations,” and “friendships,” may have been thrown off kilter for many people 
during the pandemic. Data collection occurred in the summer of 2020, at a time when many 
people still did not know a lot about COVID-19, when schools may reopen, and how long  
stay-at-home orders would last. The lines between personal and professional life seemed to 
meld together, as children and pets continually made appearances in employee’s virtual 
meetings. Perceptions, even since the summer of 2020, have changed as people started to find 
their new normal. It would have been interesting to have a comparative sample of optimism 
levels before, during, and after COVID-19. The measures from this study should be tested again 
outside of a pandemic. 
 Another limitation of the study sample is that responses came from the researcher’s 
professional and personal network as well as the extended network of the Life is Good 
Playmakers. People who donate to the Life is Good Playmakers are more likely to be familiar 
with the Playmakers’ approach to optimism and believe in the importance of optimism. The 
demographics of the study may have also affected outcomes. Although efforts were made to 
reach a broad audience that encompassed a diverse representation, the population may not have 
been reflective of the population at large; this limitation may affect the study’s generalizability. 
Additionally, Phase 2 only included one pilot organization, which was not comprehensive, and 
additional testing also presented limitations. Each of the three scales validated in this study 
should be tested with additional groups.  
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 This study was created to develop a tool that the Life is Good Playmakers could use to 
test their newly developed Leading with Optimism and Optimistic Team corporate trainings. 
The Optimistic Leadership scale was initially designed to measure the concept of Goodification, 
adapting an activity or process to amplify the good. After the survey was sent out and the scale 
was validated, the Playmakers decided to use the alternate term Optimistic Leadership instead 
of Goodification. The scale was not necessarily built for testing leadership skills specifically 
and focused on the broader elements of goodification; it is believed that individuals who engage 
in goodification will be better optimistic leaders. They will be better able to adapt and address 
challenges. The scale should probably include additional items specific to the nature of 
leadership and will be an exciting area of future research. 
Another limitation was that the MBI-GS was missing the final scale item in this study’s 
survey; this may have affected Professional Efficacy, and it may have affected the CFA results. 
The MBI-GS reports the three factors, Cynicism, Professional Efficacy, and Exhaustion, scores 
as separate measures of burnout, so it is reasonable to assume that both the Exhaustion and 
Cynicism Scores would not be changed by the absence of the Personal Efficacy item. 
Additionally, the Personal Efficacy factor was the only factor in CFA for the MBI-GS that did 
not require covariation to achieve acceptable goodness-of-fit measures. Another limitation 
regarding the MBI-GS is that the general survey is not meant for people who work in 
Education, Human Services, or Healthcare. There are specific versions of the MBI for each of 
those fields, which may have affected the resulting scores.  
Finally, both the Phase 1 and Phase 2 data were dependent on self-reported data.  
Self-reported survey data may lead to respondents answering items in a socially acceptable way 
and skewing correlations (Grimm, 2010; Podsakoff & Organ, 1986). The effect of social 
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desirability bias was mitigated by crafting statements that were not loaded toward a particular 
set of values. Although the study has limitations, the results add to our understanding of 
optimism in the workplace. 
Implications for Practice 
Leaders looking to build a culture of optimism could use the three scales from this study 
as a litmus test to identify success and improvement areas. One of the key teaching points in the 
Life is Good Playmakers theory of Optimistic Leadership is to build on what is working. 
Leaders can use these scales to identify strengths and weaknesses in Empowered Connection, 
Joyful Engagement, Optimistic Leadership, and Organizational Optimism. These scales will 
also be used to measure the effectiveness of the Life is Good Playmakers training intervention 
to help organizational leaders promote a culture of optimism at work. 
The Empowered Connection component of the Optimism Profile suggests that 
meaningful relationships are also important to building a culture of optimism. This study 
suggests that empowered connection is defined as cooperative interaction with others that 
promotes a sense of safety, confidence, and competence that allows a person to take risks and 
try new things. This study’s findings indicated that the Empowered Connections can be 
improved by ensuring employees feel that their opinions are heard and their ideas are acted 
upon. Organizational leaders can improve Empowered Connection by creating an environment 
where people have clear expectations, know where they can find support, feel trusted to be 
creative, and feel empowered to work independently. Organizational leaders should also 
establish meaningful organizational values that employees can connect with.  
Empowered connections are akin to meaningful positive relationships which are 
essential to promoting workplace safety, engagement, and employee happiness (Amabile & 
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Kramer, 2011; Mann, 2018). If leaders want to improve organizational optimism levels, they 
should create an environment where positive relationships can form. One way to promote 
positive relationships is to provide positive feedback. 
Leaders who utilize positive feedback can create a sense of trust and safety with their 
employees. Feedback that is given at regular intervals should help individuals feel supported 
and be direct. A prescriptive ratio for positive to negative feedback has yet to be identified 
(Grant & Schwartz, 2011; Fredrickson, 2013). The general rule is that more positive than 
negative feedback helps move progress (Amabile & Kramer, 2011; Buckingham & Goodall, 
2019; Fredrickson, 2013). Buckingham and Goodall (2019) recommend that positive feedback 
should be direct, in the moment, or close to it, and specific. Any negative feedback or 
corrections need to be highly specific. Not something like “I do not like your delivery,” but “the 
tempo of your speech is too fast,” or “your pitch is too high.” It seems that the best advice for 
positive feedback is similar to Pollan’s (2008) advice about healthy eating: “Give detailed 
feedback, not too much, mostly positive.”  
Leadership training programs should include a focus on cultivating an optimistic 
workplace and engaging in optimistic leadership practice. Programs should teach leaders to 
focus on the good when trying to solve problems, identify and acquire resources, engage others, 
and implement solutions to improve processes. As this study found, elements of optimistic 
leadership included the ability to improve processes, work with others, find resources, and focus 
on solutions when problems arise. Optimistic leadership training should include the importance 
of creating positive work experiences, meaningful relationships, and promoting purpose. This 
training should promote the importance of creating opportunities for employees to feel 
empowered connection and joyful engagement.  
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Building a culture of optimism at work is essential to creating a sense of trust and safety 
for employees, promoting innovations, and improving an organization’s bottom line. Leaders 
looking to build employee engagement and positive organizational citizenship behavior would 
implement practices to promote optimism at work. Employees thrive when they feel trusted and 
are empowered to make decisions and work independently. They benefit from a culture of 
optimism where optimism is a shared value, and where leaders promote optimistic thinking and 
encourage them to find solutions through a positive framework.  
Implications for Future Research 
The most exciting thing about this research is that it is just the beginning of a new 
journey. The field is ripe for additional exploration into the factors that help create and build 
optimistic workplaces. This study sought to revise and validate a scale that measures a 
respondent’s perception of optimism at their workplace. The three newly validated scales in this 
study can be used as a litmus test to measure an organization’s capacity to cultivate a culture of 
optimism. The Optimism Profile measures an employee’s experience of workplace optimism. 
The Optimistic Leadership scale reflects a person’s use of optimistic leadership skills. The 
Organizational OptiMeasure reflects employees’ perceptions of their organization’s practices 
related to cultivating a culture of optimism. Additional studies should be conducted to improve 
the scales, measure how the elements of workplace optimism interact with each other, and 
further explore their relationship to celebrations, resources, and meaningful relationships. These 
studies may lead to an improved version of the Frost Optimistic Workplace Model. Future 
studies should specifically explore the influence of optimistic leadership on organizational 
optimism and on an employee’s experience with workplace optimism. Additional studies should 
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also use the scale in combination with optimism training programs and other measures to see if 
there are ways to improve optimism at work. 
Future research should test additional items for consideration in the Optimism Profile. 
Although the scale did have adequate goodness-of-fit statistics, there was still room for 
improvement. The final goodness-of-fit measures for the Optimism Profile scale were 
CMIN/DF = 3.161, CFI = .973, and RMSEA = .056. All the goodness-of-fit statistics were 
within acceptable ranges, but the multicollinearity issues that emerged between Joyful and 
Engagement and Empowered Connection suggests that there is potential for improvement. 
Items related to trust, risk-taking, and deep meaningful connection, should be tested with the 
Empowered Connection component. In regression analysis, the Empowered Connection 
variable, which measured an employee’s perception of their personal experience of empowered 
connection in relation to optimism at work contributed to nearly 42% of an employee’s 
perception of their workplace’s ability to promote a culture of workplace optimism; it would be 
interesting if additional items strengthened Empowered Connection as a whole and its influence 
on organizational optimism. 
Additional items should also be tested with the PCA components that were overpowered 
in CFA, Resources, Celebrations, and Friendships. The PCA Celebrations component had a 
moderate influence on an organization’s ability to cultivate a culture of optimism as measured 
by the Organizational OptiMeasure; the Celebrations component should be tested with 
additional items related to positive feedback and recognition. Existing literature suggests that 
positive feedback and recognition is beneficial to engagement, innovation, and success 
(Amabile & Kramer; 2011; Fredrickson, 2013). Future research should further explore the 
relationship between feedback and optimism at work.  
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Additional items should also be explored for both the Optimistic Leadership Scale and 
the Organizational OptiMeasure. The Optimistic Leadership Scale was designed based on the 
original concept of goodification, which may be closely aligned with solution-oriented 
leadership. The final goodness of fit measures for the Optimistic Leadership Scale were 
PCMIN/DF = 5.178, CFI = .994, RMSEA = .077. These scales were adequate but certainly may 
be improved. Additional items should be tested with this scale and perhaps should explore other 
aspects of optimistic leadership. This study’s primary focus was not optimistic leadership, and it 
may be prudent to consider what other factors fit with this component. The Organizational 
OptiMeasure also has room for improvement as indicated by the final goodness-of-fit measures 
(CMIN/DF = 3.457, CFI = .995, RMSEA = .059). In reliability analysis, one item could be 
removed to increase the Cronbach alpha to the detriment of goodness-of-fit statistics. Additional 
research should explore if some other components or items fit well within the Organizational 
OptiMeasure. 
Clarity is needed around how the elements of the optimistic workplace work together. 
Once additional items are identified, and the scale is improved, path analysis should be 
conducted to explore how joyful engagement, empowered connection, organizational optimism, 
and optimistic leadership might work together. Path analysis should explore these factors and 
additional factors not explored in this study to get a clearer picture of optimism at work. 
An interesting research path would explore how, if at all, employee optimism, 
organizational optimism, and optimistic leadership influence profits, productivity, or 
engagement. In future studies, the three scales–the Optimism Profile, the Optimistic Leadership 
scale, and the Organizational OptiMeasure–should be used in conjunction with optimism 
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training programs for leaders and teams to see if the training programs influence workplace 
optimism. 
In workplaces where optimism and positivity reigns, toxic work behaviors are kept at 
bay. It is vital to combat toxic behaviors in the workplace and create a culture where toxic 
behaviors cannot grow (Avey et al., 2008; Gooty et al., 2009). Toxic behaviors cost companies 
in both people power and financial gains (Kusy, 2018). Building a culture of optimism where 
people feel connected may dull the impact of toxic work behavior. Leaders have a responsibility 
to create a culture where people feel respected, valued, and connected. The Optimism Profile 
allows leaders to assess those levels of empowered connection as well as joyful engagement. 
Leaders can also utilize the Optimistic Leadership scale to measure whether they are engaged in 
optimistic practices and how they can best improve work processes. Leaders can utilize the 
Organizational OptiMeasure to assess the degree to which they are perceived as promoting 
practices that support a culture of optimism. Future research should explore if increased 
optimistic perspectives at work erode toxic work behaviors.  
Additional testing should be done with a variety of organizations and perhaps across 
demographics. The participants of this survey were predominately older, educated, white 
women. This study focused solely on individuals who were currently working, full-time (at least 
30 hours a week). Participants could be working in-person or remotely. However, it would be 
interesting to explore people who are not currently working and understand if they experience 




An Optimistic Conclusion 
After spending the last two years exploring optimism at work, I wholeheartedly disagree 
with Voltaire’s (1759/2005) assertion that optimism “is the madness of maintaining that 
everything is right when everything is wrong” (p. 91). Instead, I believe that optimism is a tool 
that can be used for creating positive, engaged, and productive employees. Employees who 
engage in optimistic thinking can find the good and amplify it. Optimism is necessary to create 
a positive, productive workplace and perhaps even a positive and productive life. Two new 
concepts identified in this study enhance the research and literature on organizational optimism: 
empowered connection and joyful engagement. Employees thrive when they experience 
empowered connection, or cooperative interaction with others that make them feel safe, 
confident, and competent enough to take risks and try new things. Employees who experience 
joyful engagement, or a positive, hopeful, and fulfilling experience that commands their full 
presence, contribute to a positive organizational culture. 
My journey into the exploration of optimism at work is just beginning. This study marks 
the beginning of my contributions to the fields of leadership and positive organizational 
behavior. I hope this research can help people experience more productive, happy, and engaged 
work lives. I also hope that leaders will consider the benefits of optimism at work and engage in 
practices to help build a culture of optimism within their organizations. Optimistic leadership 
could bring forth a new wave of positive change at work. Optimism does not happen by 
osmosis, but it can be grown. Future leadership training programs, coaching, and mentoring 
should include a focus on optimism as one of the best vehicles for promoting a positive and 
productive workplace. I look forward to conducting future research and to helping leaders better 
understand how to help cultivate a culture of optimism at work and to lead optimistically. I 
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Appendix A: Life is Good, and Life is Good Playmaker Timeline 
1980–Bert and John Jacobs and Steve Gross become friends  
1989–Bert and John Jacobs begin slinging T-shirts  
 Steve Gross begins working at the Trauma Center 
1993–Bert and John Jacobs and LIG begin supporting the work of Steve Gross and Project Joy  
2001–Steve travels to Turkey to design and implement a therapeutic play-based intervention to 
support children traumatized by the earthquake in Elâzig, Turkey.  
2004–Project Joy switches its model from providing play-based therapy groups for kids to 
teaching childcare professionals their approach.  
2005–Following Hurricane Katrina, Mississippi State University hires Project Joy to implement 
their approach with early childhood educators in the Gulf Coast.  
2009–LIGKF and Project Joy begin talks of merger 
2010–LIGKF and Project Joy merger finalized 
2010–Playmakers travel to work at Refugee camps in Denmark with the Danish Red Cross 
2011–Work with Gerye Jwa begins. Playmakers partners with Haitian Community leaders to 
train over 2,000 local childcare professionals in the Playmaker program.  
2010-2013–LIG contributes 100% of proceeds from Signature Life is Good Festivals go toward 
Playmaker.  
2013–LIG commits to donate 10% for Kids 
2019–Steve Gross travels to Rwanda 
2019–Gerye Jwa formally combines with Life is Good Playmakers  
2019–Playmaker officially launches its first online course, Compassion is a Superpower, and 
begins to develop other digital learning courses.  
2020–Playmaker formerly launches corporate training program 
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Appendix B: Life Orientation Test–Revised (LOT-R) 
LOT-R Please be as honest and accurate as you can throughout. Try not to let your response to 
one statement influence your responses to other statements. There are no "correct" or "incorrect" 
answers. Answer according to your own feelings, rather than how you think "most people" 
would answer.  
 
A = I agree a lot  
B = I agree a little  
C = I neither agree nor disagree  
D = I Disagree a little  
E = I Disagree a lot  
 
1. In uncertain times, I usually expect the best.  
[2. It's easy for me to relax.]  
3. If something can go wrong for me, it will.  
4. I'm always optimistic about my future.  
[5. I enjoy my friends a lot.]  
[6. It's important for me to keep busy.]  
7. I hardly ever expect things to go my way.  
[8. I don't get upset too easily.]  
9. I rarely count on good things happening to me.  
10. Overall, I expect more good things to happen to me than bad.  
 
 
Note. Items 2, 5, 6, and 8 are fillers. Responses to "scored" items are to be coded so that high 
values imply optimism. Researchers who are interested in testing the potential difference 
between affirmation of optimism and disaffirmation of pessimism should compute separate 
subtotals of the relevant items. 
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Appendix C: Optimism Profile (Original) 
Instructions 
In this survey, there are statements that describe how you might feel about your work environment. 
Please read each statement and mark the response that best describes how true each statement is for you. 
For example, circle 1 if the statement is Not at all True for you and 6 if the statement is Completely True 
for you. Please mark every statement. If you don’t know or are unsure of your response to a statement, 
give your best guess. 
 
Connection 
1. I feel like I am part of a team. 
2. My fellow employees and I share similar values for the organization. 
3. There is time during the day to connect and collaborate with my fellow employees. 
4. The people I work with each day care about me as a person. 
5. My fellow employees and I are working toward common goals for our organization. 
 
Engagement 
1. In my job, I have frequent opportunities to learn and grow professionally.  
2. At work, I have opportunities to do what I do best on a daily basis. 
3. The feedback I receive from supervisors helps me get better at my job. 
4. My day-to-day work energizes me. 
5. I can be creative about how my work is done. 
  
Empowerment 
1. I feel safe at work. 
2. I feel that my ideas and opinions are heard and acted upon. 
3. I have the resources and materials that I need to do my work well. 
4. I have the time I need to get my work done well. 
5. My supervisor and fellow employees have confidence in my abilities. 
6. I know who I can turn to if I have a problem at work. 
7. I am able to achieve work-life balance at my job.  
 
Joyfulness 
1. I get to do things I enjoy doing at work.  
2. I receive recognition from others for my work. 
3. At work, we recognize and celebrate important moments for employees and the organization as a 
whole. 
4. I smile and laugh at work. 
5. I have fun while I’m at work. 
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Appendix D: Proposed and Final Scale Items 
Phase 1 Optimism Profile Items  
Thinking about your work, please rate your agreement with the following items on a scale of 1 




1. At work, I feel like I am part of a team. 
2. My colleagues and I are working toward common goals for our organization. 
3. I have friends at work. 
4. My colleagues and I share similar values for the organization. 
5. I feel connected with others at work. 
6. There is time during the day to for casual interaction with my colleagues. 
7. I like my coworkers. 
8. There is time during the day to collaborate with my colleagues. 
9. The feedback I receive from others helps me get better at my job. 
10. The people I work with trust each other. 
11. I know about my colleagues lives outside of work. 
12. I receive recognition from others for my work. 
13. My colleagues know about my life outside of work. 
14. At work, we recognize important moments for employees. 
 
Engagement 
1. I feel engaged at work. 
2. When engaging with others at work, I give them my full attention. 
3. In my job, I have frequent opportunities to learn. 
4. I am able to produce quality work. 
5. I feel productive in my day-to-day job. 
6. At work, I have opportunities to do what I do best. 
7. I am proud of the work I produce. 
8. In my job, I have opportunities to grow professionally. 
9. My work energizes me. 
10. At work, I can become so engrossed in an activity that I lose track of time. 
 
Empowerment 
1. I feel safe at work. 
2. I know to whom I can turn if I have a problem at work. 
3. I feel that my ideas are acted upon. 
4. I feel that my opinions are heard. 
5. I feel that my ideas are heard. 
6. At work, I am effective in achieving my goals. 
7. I have the resources that I need to do my work well. 
8. The people I work with each day care about me as a person. 
9. I have the time I need to get my work done well. 
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10. I am trusted to be creative in my work. 
11. I am empowered to work independently. 
12. My supervisor has confidence in my abilities. 
13. I know what decisions I can make at work. 
14. My colleagues have confidence in my abilities. 
 
Joy 
1. I get to do things I enjoy at work. 
2. At work, we celebrate important moments for the organization as a whole. 
3. I smile at work. 
4. I have fun while I am at work. 
5. I laugh at work. 
6. I find purpose in my work. 
7. I enjoy the work I do. 
8. I have positive feelings about my work. 
9. I have meaningful work goals. 
10. I look forward to working. 
11. Our organization encourages some non-work-related celebrations. 
 
Optimistic Leadership Items 
Thinking about your work, please rate your agreement with the following items on a scale of 1 
to 6 (1 Completely Disagree, 2 Disagree, 3 Somewhat Disagree, 4 Somewhat Agree, Agree, 
Completely Agree)  
 
1. I am able to recognize challenges when they arise. 
2. I am able to continually improve processes to make work better. 
3. I am able to find the good in challenging situations. 
4. I am able to find the resources I need to improve existing processes at work. 
5. I am able to work with others to improve processes at work. 
6. I find ways to make work activities fun. 
7. I find ways to include others in activities at work. 
8. When a problem arises, employees are encouraged to find out what is working. 
9. I am able to identify the positive outcomes of work activities. 
 
Organizational Optimism Items 
Thinking about your work, please rate your agreement with the following items on a scale of 1 
to 6 (1 Completely Disagree, 2 Disagree, 3 Somewhat Disagree, 4 Somewhat Agree, Agree, 
Completely Agree) 
 
1. Optimism is a shared value for our organization’s culture. 
2. Our organization encourages us to see the good in a difficult situation. 
3. Our organization recognizes optimistic thinking. 
4. Our organization holds training that teaches about the importance of optimism. 
5. Our organization encourages employees to find the good in a difficult situation. 
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6. Employees are asked to identify benefits of difficult situations. 
7. Our organization encourages employees to find the positive aspects when challenges 
arise. 
8. Our organization rewards employees for being able to focus on the good in challenging 
situations. 
9. Employees are empowered to find solutions to things that are not going right. 
 
Final Optimism Profile Items 
Empowered Connection 
1. I know what decisions I can make at work. 
2. I am empowered to work independently. 
3. I am trusted to be creative in my work. 
4. I feel that my opinions are heard. 
5. I feel that my ideas are acted upon. 
6. I know to whom I can turn if I have a problem at work. 
7. My colleagues and I share similar values for the organization. 
 
Joyful Engagement 
1. I have meaningful work goals. 
2. I find purpose in my work. 
3. I enjoy the work I do. 
4. I get to do things I enjoy at work. 
5. My work energizes me. 
6. At work, I have opportunities to do what I do best. 
7. I feel productive in my day-to-day job. 
 
Final Optimistic Leadership Items  
1. I am able to continually improve processes to make work better. 
2. I am able to find the resources I need to improve existing processes at work. 
3. I am able to work with others to improve processes at work. 
4. When a problem arises, employees are encouraged to find out what is working. 
 
Final Organizational OptiMeasure Items 
1. Optimism is a shared value for our organization’s culture. 
2. Our organization encourages us to see the good in a difficult situation. 
3. Our organization recognizes optimistic thinking. 
4. Our organization encourages employees to find the positive aspects when challenges 
arise. 
5. Employees are empowered to find solutions to things that are not going right. 
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Appendix E: Demographic Questions 
The following questions provide further context about who you are. The answers will be 
aggregated to maintain confidentiality. 
 
1. How many employees are at your company?  
a. Less than 20  
b. 20-49  
c. 50-99  
d. 100-249  
e. 250-499  
f. 500+ 
2. On Average, how many hours a week do you work for your organization?  
a. Less than 20 
b. 20 to 29 
c. 30 to 40 
d. More than 40 
3. How many years have you been with your current company?  
a. Less than 3 years 
b. 3 to 5 years 
c. 6 to 10 years 
d. 11 to 20 years 
e. More than 20 years 
4. If you think of this slider as a ladder with 1 being an entry-level position and 100 being 
the CEO or highest-level position, where do you see yourself in your current role?  
1 -----------------------------------------------------------------------------------------------------
100 
5. What is your highest level of education?  
a. High School or Less 
b. Some College Credit 
c. Bachelor’s Degree 
d. Master’s Degree 
e. Advanced Degree 






7. Which race bests describes your Ethnicity?  
a. White 
b. Hispanic or Latino 
c. Black or African American 
d. Other 





c. Prefer to self-describe 
9. How many years have you been with your current company?  
a. Less than 2 years 
b. 3 to 5 years 
c. 6 to 10 years 
d. 11 or more 
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Appendix G: Informed Consent  
Informed Consent Language for Phase 1 Survey 
Hello, 
 
All of us have experienced our work lives differently. I am Sara Frost, a Ph.D. candidate at 
Antioch University's Graduate School of Leadership and Change, and my research explores 
ways to measure optimism at work. This study is designed to create a validated measure that 
makes it possible to study the effect of optimism in different work cultures.  
 
The survey for this study provides you with an opportunity to think about how things are for 
you at work. There are minimal, if any, risks from participating. Your identity will be 
anonymous and confidential. You will not be asked for your name and all demographic data 
will be reported as aggregate information. No personally identifiable information will be 
associated with your responses to any reports of these data. The survey will take approximately 
10 to 15 minutes to complete. 
 
You are eligible to participate in this survey if: 
You are at least 18 years of age or older. 
You work full-time (30 hours a week or more) for an organization that employs 20 or more full- 
or part-time employees. 
This survey is for my dissertation research at Antioch University in the Ph.D. in Leadership and 
Change Program. The study results will be used to inform further research and is being 
conducted in conjunction with the Life is Good Playmakers.  
 
Your participation is voluntary, and you may elect to discontinue your participation at any time. 
If you have any ethical concerns about this study, please contact the Human Subject Review 
Coordinator, Dr. Lisa Kreeger: REDACTED. If you have any questions about the research, 
please contact Sara Frost: REDACTED. 
 




By clicking "NEXT" below, you are indicating that you have read and understood this consent 
form, you are eligible to participate and you agree. 
 
Otherwise, please exit the survey. 
 
Please use the buttons to move through the survey. If you hit the back button on your web 




Informed Consent Language for Phase 2 Whole Team Survey 
Hello,  
Thank you for agreeing to take part in this research about Optimism at Work. This research is 
designed to test a scale that measures an organization's readiness to cultivate optimism at work 
by looking for four key factors: joy, engagement, connection, and empowerment. This survey is 
part of my dissertation research at Antioch University's Leadership and Change Ph.D. Program 
and it gives respondents an opportunity to reflect on their work experience.  
 
There are minimal, if any, risks from responding to this survey. Your identity will be 
anonymous and confidential. You will not be asked for your name and all demographic data 
being collected will be reported as aggregate information. No personally identifiable 
information will be associated with your responses to any reports of these data. Your 
participation is voluntary, and you may elect to discontinue your participation at any time. The 
survey will take approximately 10 minutes to complete.  
 
I am inviting you to participate if you qualify based on the following criteria:  
 
• You are at least 18 years of age or older.  
• You work for [COMPANY]  
 
If you have any ethical concerns about this study, please contact the Human Subject Review 
Coordinator Dr. Lisa Kreeger: REDACTED. If you have any questions please contact Sara 
Frost: REDACTED.  
 
Thank you for your participation! 
  
Sara Frost  
 
By clicking "NEXT" below, you are indicating that you have read and understood this consent 
form, you are eligible to participate and agree to participate in this research study.  





Informed Consent Phase 2 Debrief Participation 
 
This informed consent form is for individuals who work full-time at [COMPANY] and who are 
over the age of 18, who we are inviting to participate in a research project titled “Life is Good at 
Work: Developing and Validating a Scale to Measure Optimism in the Workplace.” 
 
Name of Researcher: Sara Frost 
Name of Organization: Antioch University, PhD in Leadership and Change Program  
Name of Project: “Life is Good at Work: Developing and Validating a Scale to Measure 
Optimism in the Workplace” 
 
You will be given a copy of the full Informed Consent Form 
 
Introduction 
I am Sara Frost, a student in Antioch University’s Ph.D. in Leadership and Change Program. As 
part of this degree, I am completing a project to revise and validate an instrument designed to 
measure an organization’s readiness to cultivate optimism at work. I am going to give you 
information about the study and invite you to be part of this research. You may talk to anyone 
you feel comfortable talking with about the research and take time to reflect on whether you 
want to participate or not. You may ask questions at any time. 
 
Purpose of the research 
The purpose of this project is to revise and validate scales that measure an organization’s 
readiness to cultivate optimism, and includes the Optimism Profile, a tool originally created by 
the Life is Good Playmakers. The tool was designed to assess an organization’s readiness to 
cultivate optimism. This study will add to the sparse but growing research of optimism at work. 
This study would also lead the way for further research to test the effectiveness of 
organizational training interventions on optimism. 
 
Type of Research Intervention 
This research will involve your participation in a debrief discussion, where you will be asked to 
participate in a facilitated discussion regarding your organization’s score on Optimism Profile, 
with other colleagues from your organization. The conversation should not exceed 60 minutes. 
This discussion will take place via video conferencing software and will be recorded solely for 
research purposes, but all of the participants’ contributions will be de- identified prior to 
publication or the sharing of the research results. These recordings, and any other information 
that may connect you to the study, will be kept secure. 
 
Participant Selection 
You are being invited to take part in this research because you work full-time for [COMPANY] 
and are over the age of 18. You should not consider participation in this research if you do not 






Your participation in this study is completely voluntary. You may choose not to participate. 
You will not be penalized for your decision not to participate or for anything of your 
contributions during the study. You may withdraw from this study at any time. If an interview 
has already taken place, the information you provided will not be used in the research study. 
 
Risks 
No study is completely risk free. However, I do not anticipate that you will be harmed or 
distressed during this study. You may remove yourself form this study at any time if you 
become uncomfortable. If you experience any discomfort as a result of your participation, 
employee assistance counselors will be available to you as a resource. 
 
Benefits 
There will be no direct benefit to you, but your participation may help others in the future. 
 
Reimbursements 
You will not be provided any monetary incentive to take part in this research project. 
 
Confidentiality 
All information will be de-identified, so that it cannot be connected back to you. Your real name 
will be replaced with a pseudonym in the write-up of this project, and only the primary 
researcher will have access to the list connecting your name to the pseudonym. This list, along 
with tape recordings of the discussion sessions, will be kept in a secure, locked location. 
 
Limits of Privacy Confidentiality 
Due to the nature of a focus group confidentiality cannot be guaranteed. At the beginning of the 
focus group, I will ask participants to keep the discussion and identities of other members of the 
focus group private. Generally speaking, I can assure you that I will keep everything you tell me 
or do for the study private. Yet there are times where I cannot keep things private (confidential). 
The researcher cannot keep things private (confidential) when: 
• The researcher finds out that a child or vulnerable adult has been abused. 
• The researcher finds out that that a person plans to hurt him or herself, such as 
commit 
• suicide. 
• The researcher finds out that a person plans to hurt someone else. 
There are laws that require many professionals to take-action if they think a person is at risk for 
self-harm or are self-harming, harming another or if a child or adult is being abused. In addition, 
there are guidelines that researchers must follow to make sure all people are treated with respect 
and kept safe. 
 
In most states, there is a government agency that must be told if someone is being abused or 
plans to self-harm or harm another person. Please ask any questions you may have about this 
issue before agreeing to be in the study. It is important that you do not feel betrayed if it turns 






The primary researcher, Sara Frost reserves the right to include any results of this study in 
future scholarly presentations and/or publications. All information will be de-identified prior to 
publication. 
 
Right to Refuse or Withdraw 
You do not have to take part in this research if you do not wish to do so, and you may withdraw 
from the study at any time without your job being affected. 
 
Who to Contact 
If you have any questions about your rights as a research participant, you may contact name Dr. 
Lisa Kreeger, IRB Chair, at REDACTED or REDACTED. If you have any concerns about this 
study please contact Dr. Mitch Kusy, Committee Chair, REDACTED. 
 
If you have any questions, you may ask them now or later. If you have questions later, you may 
contact Sara Frost at REDACTED  
This proposal has been reviewed and approved by the Antioch International Review Board 
(IRB), which is a committee whose task it is to make sure that research participants are 
protected. If you wish to find out more about the IRB, contact Dr. Lisa Kreeger. 
 
DO YOU WISH TO BE IN THIS STUDY? 
I have read the foregoing information, or it has been read to me. I have had the opportunity to 
ask questions about it and any questions I have been asked have been answered to my 
satisfaction. I consent voluntarily to be a participant in this study. 
Print Name of Participant___________________________________ 




DO YOU WISH TO BE AUDIOTAPED IN THIS STUDY? 
I voluntarily agree to let the researcher audiotape me for this study. I agree to allow the use of 
my recordings as described in this form. 
Print Name of Participant___________________________________ 




DO YOU WISH TO BE VIDEOTAPED IN THIS STUDY? 
I voluntarily agree to let the researcher videotape me for this study. I agree to allow the use of 
my recordings as described in this form. 
Print Name of Participant___________________________________ 







To be filled out by the researcher or the person taking consent: 
I confirm that the participant was given an opportunity to ask questions about the study, and all 
the questions asked by the participant have been answered correctly and to the best of my 
ability. I confirm that the individual has not been coerced into giving consent, and the consent 
has been given freely and voluntarily. 
A copy of this Informed Consent Form has been provided to the participant. 
Print Name of Researcher/person taking the consent_______________________________ 





Appendix H: Phase 2 Post-Debrief Follow-Up Survey 
1. On a scale of 1 to 10, 1 being not at all aligned 10 being completely aligned, how aligned are 
these scores to your feelings about your organization? 
• Personal Optimism 4.86 out of 5  
• Empowering Connection: 4.96 out of 6 
• Joyful Engagement: 4.84 out of 6 
• Optimistic Leadership 5.01 out of 6  
• Organizational Optimism 4.99 out of 6 
• Section for Additional Comments 
 
2. Thinking about the Organizational Optimism Report as a whole, please rate the following 
statements on a scale of 1 to 6. Select 1 if you strongly disagree and 6 if you strongly agree. 
• I feel the Organizational Optimism Report results accurately reflect our organization.  
• The Organizational Optimism Report will be valuable for other organizations aiming to 
cultivate optimism in their organization.  
• I would recommend the Organizational Optimism Report to other organizations. 
 
3. How will the results of the Organizational Optimism Report help your organization? 
4. How might you change the visual results to make the scale easier to understand or more 
useful? 




Appendix I: Full Correlational Matrix 
 












MBI_EX1 MBI_EX2 MBI_EX3 MBI_EX4 MBI_EX5 MBI_PE1 MBI_PE2 MBI_PE3 MBI_PE4 MBI_PE5 MBI_CY1 MBI_CY2 MBI_CY3 MBI_CY4 MBI_CY5 # of 
Employees
# of Hours A 
Week





CON1_OG  Part of Team 1.0





































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































OPT2 Org Encourage SEE 























































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































LOTR_ITEM3 Can Go Wrong 
Will
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LOTR_ITEM7 Dont Expect 







































































































































LOTR_ITEM9 Don't Expect 






























































































































































































































































































MBI_EX1 0.0 0.0 -0.1 0.1 0.0 -.248
* -0.1 -0.1 -0.1 0.0 0.1 0.0 0.0 -0.1 0.1 -.199
* 0.0 -0.2 -0.1 0.0 0.0 0.1 -0.1 -0.2 -.254





* -0.1 -0.2 -0.1 0.0 -.249
*
-.231








** -0.1 0.0 0.0 -0.2 -0.1 -0.1 -0.1 0.1 0.0 0.0 0.0 0.0 0.0 0.0 -0.1 -0.1 -0.1 0.0 -0.1 1.0
MBI_EX2 0.0 0.0 -0.1 0.0 -0.1 -.329
** -0.1 -0.2 -0.1 0.0 0.1 0.0 0.0 0.0 0.0 -0.2 0.0 -.233


























* -0.1 -0.1 -.289
** -0.1 -0.1 -0.1 -0.1 -0.1 0.0 0.0 -0.1 0.0 -.216











































* -0.2 -0.1 -.387
** -0.2 0.0 -.200
* -0.1 -.225


















* -0.1 -0.1 -0.2 -.204




















** -0.1 -0.1 -0.1 -0.1 -0.1 -.280
** -0.2 0.0 -.234
* 0.0 -.196













MBI_EX5 -0.1 -0.2 0.0 -0.1 -0.2 -.256
** -0.2 -0.1 -.212
* -0.1 0.0 -0.1 -0.1 -0.1 -0.2 -.309















































































* 0.1 0.1 0.2 0.0 0.1 0.0 0.2 0.2 0.0 0.1 -0.1 0.0 0.1 0.0 0.2 0.2 .307
**
.265


































** 0.2 0.1 0.2 0.2 0.1 0.2 0.1 0.1 0.0 0.0 0.0 0.0 .226
*
.231

















* 0.1 0.2 .216
* 0.1 0.1 0.1 0.1 .227























* 0.1 0.0 .257


















* * 0.1 0.2 .216
* 0.0 0.1 0.1 0.1 0.0 .240
* 0.1 .280
** 0.1 .233
* 0.2 0.1 0.0 0.0 -0.2 -.245
* -0.1 .394
** 1.0





** 0.0 -0.1 0.1 -0.2 0.0 -0.1 0.0 0.0 .313
** 0.2 0.0 0.1 -0.1 0.1 0.2 0.1 0.2 -0.1 -0.2 0.2 0.1 0.1 0.0 0.1 0.1 0.0 0.1 0.0 0.2 0.0 0.1 0.1 0.1 0.1 0.0 -0.1 0.0 -0.1 0.0 0.0 -.251
























** -0.1 0.0 0.0 0.0 0.0 .291
** 0.2 0.0 0.1 0.0 0.1 0.1 0.1 0.1 .225














** 0.1 0.2 0.1 0.2 0.1 0.0 .286






















* 0.0 0.2 0.0 -0.2 0.2 -0.1 0.1 .208








* 0.1 0.0 0.1 0.2 0.1 0.1 .305
** 0.1 0.1 0.1 0.2 0.0 .264
**
.269
















* 0.2 0.1 0.2 .264
* * 0.2 .199
* 0.2 0.1 .206






















* -0.2 -0.1 -.241


















































* 0.0 -0.1 -.232
* -0.2 -0.1 -0.2 0.0 -0.1 -0.2 -0.2 -0.1 -.317
**
-.242





























































































* -0.2 -0.2 -.246
*
-.228
* -0.1 -0.2 -.221














* * -0.2 .887
** 1.0
MBI_CY3 -0.2 -0.1 -0.1 0.0 -0.2 0.0 -0.1 0.1 -0.1 0.0 -0.1 -0.1 -0.1 0.1 -0.2 -0.2 0.0 -0.1 -0.1 -.305
** -0.2 0.0 -.225










** 0.0 -0.1 0.0 -.242
* -0.1 0.0 -0.2 -.206
* -0.1 -0.1 -0.1 -0.2 -0.2 -0.1 -0.2 0.0 -0.2 0.0 -0.1 -.196


















































































* * -0.1 -.252
* -0.2 -0.1 -0.1 -0.1 0.0 -0.1 -.227































* -0.2 0.0 -.217
* -0.1 -0.1 0.0 -.315
** -0.1 -0.1 -0.1 -0.1 -0.1 -.200




































































# of Employees 0.0 0.0 0.0 0.0 -0.1 0.0 -0.1 0.0 -.074
* 0.0 0.0 -0.1 0.0 0.0 -0.1 0.0 0.0 0.0 -0.1 -0.1 0.0 0.0 -0.1 0.0 0.0 0.0 0.0 -0.1 -0.1 0.0 -0.1 -0.1 -0.1 -.084
* 0.0 -0.1 -0.1 0.0 -.100










** 0.0 0.0 -.113
** -0.1 -.137










* -0.1 -0.1 0.0 0.0 -.103
** 0.0 -.078
* 0.0 0.0 -.082
* 0.0 0.1 0.1 0.1 0.0 0.0 0.0 0.0 -0.2 0.0 0.0 0.0 0.1 0.0 0.0 1.0
# of Hours A Week 0.0 0.0 0.0 0.0 0.0 -.090
* 0.0 0.0 -0.1 -0.1 0.0 0.0 0.0 0.0 0.0 -.114
* * 0.0 0.0 0.0 0.0 0.0 0.0 0.0 .139
** -0.1 0.0 0.0 0.0 0.0 0.0 -.076
* -0.1 -.213
** 0.0 0.0 0.0 0.0 0.0 0.0 0.0 -.081
* 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 -0.1 0.0 0.0 0.1 0.0 0.0 0.0 0.0 -0.1 -0.1 -0.1 0.0 -0.1 0.0 0.0 0.1 .078
* 0.0 0.0 0.0 0.0 .250
*
.281
** 0.1 0.1 0.1 0.1 0.1 0.1 0.2 .233
* 0.1 0.1 0.1 0.1 0.1 0.0 1.0
# of Years at Company 0.0 0.0 .175
** 0.0 0.1 0.0 0.0 0.0 0.0 0.0 .115




** 0.1 0.0 0.1 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 -0.1 0.1 0.0 0.0 .126
* * 0.0 0.0 0.0 0.0 0.0 0.0 0.1 0.0 0.0 0.1 0.1 0.0 0.0 0.0 .084
* 0.0 0.0 0.0 0.0 -.079
* 0.0 -0.1 -.086














































































































































** 0.0 0.0 -.215

































* 0.1 0.1 .118
**
.139






















* 0.0 0.1 0.0 0.0 .083
*
.079











** -0.1 -0.2 -.228
*
-.213
* -0.1 0.1 0.0 0.2 0.0 -0.1 -0.1 0.0 -.289






* 0.0 -0.1 0.0 -0.1 0.0 0.0 0.0 0.0 -.091




* 0.0 0.0 -.087
*
-.119





* -0.1 -0.1 0.0 0.0 -0.1 0.0 -0.1 -0.1 -.080
*
-.101




** -0.1 -0.1 -.076
* 0.0 -0.1 -0.1 0.0 0.0 0.0 0.0 0.0 -0.1 0.1 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.1 -.078
* 0.0 -.106
** -0.1 0.0 0.1 0.1 0.1 0.1 0.0 0.0 -0.1 0.0 0.2 -0.1 0.0 0.0 0.0 -0.1 0.1 0.0 0.0 0.0 0.0 -.098
** 1.0
Gender 0.0 0.0 0.1 0.0 0.1 0.0 0.0 0.0 0.1 0.0 .121
** 0.0 0.1 -0.1 0.0 0.0 0.0 0.0 0.1 0.0 .103






* 0.1 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 .089
* 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.0 .103
** 0.0 0.0 0.0 .097









** 0.0 0.0 0.0 0.0 0.0 1.0
Education 0.0 0.0 0.0 0.0 0.0 -.123
** 0.0 -.075
* -0.1 0.0 0.0 0.0 -.075
* 0.0 0.0 -.083
*
.085
* 0.0 0.0 0.0 -0.1 .087
* 0.0 0.0 -.080
* 0.0 0.0 0.0 0.0 0.0 -.079
* 0.0 -.106
** 0.0 0.0 0.0 -.111
* * 0.0 .091
* 0.0 0.0 0.0 -0.1 .105
















Appendix J: Inter-Item Correlations for the PCA-Validated Optimism Profile 
Components. 
Celebrations Correlations 
 1 2 3 
1. At work, we recognize important moments for employees. 1   
2. At work, we celebrate important moments for the organization 
as a whole. 
.69 1  
3. Our organization encourages some non-work-
related celebrations. 
.76 .61 1 
 
Resources Correlations 
 1 2 3 4 
1. There is time during the day to for casual interaction with 
my colleagues. 
1    
2. There is time during the day to collaborate with 
my colleagues. 
.61 1   
3. I have the resources that I need to do my work well. .42 .48 1  
4. I have the time I need to get my work done well. .43 .42 .51 1 
 
Autonomy Correlations 
 1 2 3 4 5 
1. I am trusted to be creative in my work. 1     
2. I am empowered to work independently. .57 1    
3. My supervisor has confidence in my abilities. .52 .47 1   
4. I know what decisions I can make at work. .49 .45 .50 1  
5. My colleagues have confidence in my abilities. .47 .33 .47 .46 1 
 
Friendship Correlations 
 1 2 3 4 5 
1. I have friends at work. 1     
2. I like my coworkers. .53 1    
3. I know about my colleagues lives outside of work. .57 .48 1   
4. My colleagues know about my life outside of 
work. 
.52 .56 .75 1  
5. I laugh at work. .50 .58 .44 .48 1 
 
Team Values Correlations 
 1 2 3 4 5 6 7 8 9 
1. At work, I feel like I am 
part of a team. 
1 
        
2. My colleagues and I are 
working toward common 
goals for our organization. 
.63 1 
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3. The people I work with 
trust each other. 
.49 .51 1 
      
4. I feel that my ideas are 
heard. 
.63 .53 .53 1 
     
5. I feel safe at work. .48 .44 .49 .53 1 
    
6. I feel that my opinions are 
heard. 
.63 .52 .54 .90 .53 1 
   
7. I feel that my ideas are 
acted upon. 
.59 .52 .46 .86 .46 .81 1 
  
8. I know to whom I can turn 
if I have a problem at work. 
.55 .46 .49 .61 .48 .62 .53 1 
 
9. My colleagues and I share 
similar values for the 
organization. 




Joyful Engagement Correlations 
  1 2 3 4 5 6 7 8 9 10 11 12 13 
1. I am able to produce quality work.  1             
2. I feel productive in my day-to-day job.  .52 1            
3. At work, I have opportunities to do what 
I do best 
. .47 .59 1           
4 My work energizes me.  .41 .57 .61 1          
5. At work, I can become so engrossed in 
an activity that I lose track of time.  .32 .43 .35 .44 1         
6. At work, I am effective in achieving my 
goals.  .51 .61 .52 .50 .31 1        
7. I get to do things I enjoy at work.  .44 .52 .68 .64 .41 .46 1       
8. I smile at work.  .45 .44 .47 .51 .33 .39 .50 1      
9. I find purpose in my work.  .42 .59 .67 .66 .41 .47 .66 .47 1     
10. I enjoy the work I do.  .46 .60 .67 .66 .42 .52 .74 .54 .72 1    
11. I have positive feelings about my work.  .49 .59 .64 .68 .38 .56 .63 .58 .63 .69 1   
12. I have meaningful work goals.  .45 .55 .61 .61 .39 .52 .59 .43 .66 .64 .59 1  




Appendix K: Inter-Item Correlations for Final CFA Validated Optimism Profile Items 
Variable Item 1 2 3 4 5 6 7 8 9 10 11 12 13 14 
1. EMP13 I know what decisions I 
can make at work. 
1 
             
2. EMP11 I am empowered to work 
independently. 
.45** 1 
            
3. EMP10_OG I am trusted to be 
creative in my work. 
.49** .57** 1 
           
4. EMP4_OG I feel that my opinions 
are heard. 
.48** .49** .55** 1 
          
5. EMP3_OG I feel that my ideas are 
acted upon. 
.43** .46** .57** .81** 1 
         
6. EMP2_OG I know to whom I can 
turn if I have a problem 
at work. 
.47** .40** .44** .62** .53** 1 
        
7. CON2_OG My colleagues and I 
share similar values for 
the organization. 
.33** .34** .36** .53** .47** .43** 1 
       
8. JOY9 I have meaningful work 
goals. 
.46** .38** .46** .50** .48** .39** .33** 1 
      
9. JOY6 I find purpose in my 
work. 
.37** .35** .45** .49** .49** .37** .38** .67** 1 
     
10. JOY7 I enjoy the work I do. .39** .37** .44** .48** .46** .37** .37** .64** .72** 1 
    
11. JOY1_OG I get to do things I enjoy 
at work. 
.39** .39** .48** .50** .51** .41** .35** .59** .66** .74** 1 
   
12. ENG9_OG My work energizes me. .41** .42** .51** .52** .50** .42** .37** .61** .66** .66** .64** 1 
  
13. ENG6_OG At work, I have 
opportunities to do what 
I do best. 
.47** .42** .54** .53** .52** .46** .39** .61** .67** .67** .68** .61** 1 
 
14. ENG5 I feel productive in my 
day-to-day job. 
.41** .38** .41** .47** .43** .41** .34** .55** .59** .60** .52** .57** .59** 1 
**. p < .01 
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Appendix L: Inter-Item Correlations for PCA-Validated Optimistic Leadership Factor 
   
1 2 3 4 5 6 7 8 
1. GOOD2 I am able to continually improve processes to 
make work better. 
1 
       
2. GOOD3 I am able to find the good in challenging 
situations. 
.41** 1 
      
3. GOOD4 I am able to find the resources I need to 
improve existing processes at work. 
.67** .43** 1 
     
4. GOOD5 I am able to work with others to improve 
processes at work. 
.71** .40** .64** 1 
    
5. GOOD6 I find ways to make work activities fun. .42
** .43** .41** .41** 1 
   
6. GOOD7 I find ways to include others in activities at 
work. 
.44** .33** .40** .53** .54** 1 
  
7. GOOD8 When a problem arises, employees are 
encouraged to find out what is working. 
.52** .32** .54** .57** .36** .46** 1 
 
8. GOOD9 I am able to identify the positive outcomes of 
work activities. 
.52** .47** .53** .53** .51** .51** .55** 1 
**. p < .01 
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Appendix M: Inter-Item Correlations for CFA-Validated Optimistic Leadership Scale 
 
Table 4.19 
Inter-item Correlations for CFA-Validated Optimistic Leadership Scale Items. 
Variable Item 1 2 3 4 
1. GOOD2 I am able to continually improve 
processes to make work better. 
1 
   
2. GOOD4 I am able to find the resources I need to 
improve existing processes at work. 
.67** 1 
  
3. GOOD5 I am able to work with others to improve 
processes at work. 
.71** .64** 1 
 
4. GOOD8 When a problem arises, employees are 
encouraged to find out what is working.  
.52** .54** .57** 1 




Appendix N: Inter-Item Correlations for PCA-Validated Organizational OptiMeasure 
 1 2 3 4 5 6 7 8 9 
1. Optimism is a shared value for 
our organization’s culture. 
1         
2. Our organization encourages us 
to see the good in a difficult 
situation. 
.73** 1        
3. Our organization recognizes 
optimistic thinking. 
.76** .75** 1       
4. Our organization holds training 
that teaches about the importance of 
optimism. 
.58** .54** .61** 1      
5. Our organization encourages 
employees to find the good in a 
difficult situation. 
.70** .80** .75** .61** 1     
6. Employees are asked to identify 
benefits of difficult situations. 
.60** .60** .65** .67** .71** 1    
7. Our organization encourages 
employees to find the positive 
aspects when challenges arise. 
.68** .73** .72** .63** .83** .78** 1   
8. Our organization rewards 
employees for being able to focus 
on the good in challenging 
situations. 
.62** .60** .67** .62** .69** .70** .72** 1  
9. Employees are empowered to 
find solutions to things that are not 
going right. 
.57** .57** .62** .43** .61** .56** .59** .61** 1 
** p < .01 
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Appendix O: Inter-Item Correlations for Final Organizational OptiMeasure 
Inter-item Correlations for the CFA-Validated Organizational Optimism Items. 
Variable Items 1 2 3 4 5 
1. OPT1 Optimism is a shared value for our 
organization’s culture. 
1 
    
2. OPT2 Our organization encourages us to 
see the good in a difficult 
situation. 
.73** 1 
   
3. OPT3 Our organization recognizes 
optimistic thinking. 
.76** .75** 1 
  
4. OPT7 Our organization encourages 
employees to find the positive 
aspects when challenges arise. 
.68** .73** .72** 1 
 
5. OPT9 Employees are empowered to find 
solutions to things that are not 
going right. 
.57** .56** .62** .59** 1 
**. p < .01. 
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Appendix P: Inter-Item Correlations for Life Orientation Test-Revised 
 
Bivariate Correlations for the final factor scores go here 
Variable Item Item 1 Item 3 Item 4 Item 7 Item 9 Item 10 
Item 1 In uncertain times, I usually expect the best. 1      
Item 3 If something can go wrong for me, it will. .32** 1     
Item 4 I’m always optimistic about my future. .54** .36** 1    
Item 7 I hardly ever expect things to go my way. .37** .62** .39** 1   
Item 9 I don’t get upset too easily. .38** .59** .41** .66** 1  
Item 10 Overall, I expect more good things to happen to me than bad. .48** .52** .55** .53** .59** 1 
** p < .01 
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Appendix Q: Inter-Item Correlations for Maslach Burnout Inventory–General Survey 
Inter-item Correlations for MBI-GS Scale 
  EX 1 EX 2 EX 3 EX 4 EX 5 PE 1 PE 2 PE 3 PE 4 PE 5 CY 1 CY 2 CY3 CY4 CY5 
MBI_EX1 1 
              
MBI_EX2 .77** 1 
             
MBI_EX3 .47** .59** 1 
            
MBI_EX4 .48** .54** .64** 1 
           
MBI_EX5 .64** .62** .64** .63** 1 
          
MBI_PE1 -.28** -.21* -.22* -.30** -.33** 1 
         
MBI_PE2 -.02 .03 -.16 -.25* -.13 .39** 1 
        
MBI_PE3 -.11 -.12 -.14 -.30** -.16 .22* .42** 1 
       
MBI_PE4 -.16 -.21* -.25* -.34** -.35** .30** .34** .46** 1 
      
MBI_PE5 -.005 -.02 -.12 -.23* -.13 .34** .54** .41** .59** 1 
     
MBI_CY1 .34** .36** .44** .53** .52** -.29** -.13 -.30** -.45** -.20 1 
    
MBI_CY2 .40** .42** .45** .53** .64** -.35** -.13 -.25* -.48** -.18 .89** 1 
   
MBI_CY3 .10 .16 .31** .33** .33** -.15 -.14 -.05 -.05 -.01 .41** .34** 1 
  
MBI_CY4 .34** .29** .42** .45** .55** -.33** -.27** -.16 -.33** -.21* .64** .68** .50** 1 
 
MBI_CY5 .31** .31** .37** .51** .43** -.32** -.37** -.32** -.28** -.26** .51** .51** .26** .66** 1 
Note. ** p < .001, * p < .005 
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Appendix R: Bivariate Correlations for the MBI-GS Factor Scores and Subscale Items 
Factor Score Correlations for MBI-GS Scale 
  Cynicism Exhaustion Personal Efficacy 
Cynicism 1 
  
Exhaustion .60** 1 
 
Personal Efficacy -.40** -.29** 1 
** p < .01 
 
Inter-Item Correlations for MBI-GS Cynicism Subscale 
  MBI_CY1 MBI_CY2 MBI_CY3 MBI_CY4 MBI_CY5 
MBI_CY1 1 
    
MBI_CY2 .89** 1 
   
MBI_CY3 .41** .34** 1 
  
MBI_CY4 .64** .68** .50** 1 
 
MBI_CY5 .51** .51** .26** .66** 1 
** p < .01 
 
Inter-Item Correlations for MBI-GS Personal Efficacy Subscale 
  MBI_PE1 MBI_PE2 MBI_PE3 MBI_PE4 MBI_PE5 
MBI_PE1 1 
    
MBI_PE2 .394** 1 
   
MBI_PE3 .222* .42** 1 
  
MBI_PE4 .299** .34** .46** 1 
 
MBI_PE5 .341** .54** .41** .59** 1 





Inter-Item Correlations for MBI-GS Exhaustion Subscale 
  MBI_EX1 MBI_EX2 MBI_EX3 MBI_EX4 MBI_EX5 
MBI_EX1 1 
    
MBI_EX2 .77** 1 
   
MBI_EX3 .47** .59** 1 
  
MBI_EX4 .48** .54** .64** 1 
 
MBI_EX5 .64** .62** .64** .63** 1 
** p < .01
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Employees Education Age Ethnicity Gender 
Org. 
Optimism EC JE 
Overall
OP 
Years at Company 1            
Position Level -.21** 1           
Hours Per Week .07 -.12** 1          
# of Employees .04 .09* .03 1         
Education -.05 -.09* .12** -.02 1        
Age .28** -.21** -.01 -.06 -.19** 1       
Ethnicity .07 -.04 .01 .02 -.12** .13** 1      




-.04 -.12** -.04 -.08* -.04 .05 .04 -.01 1    
Empowering 
Connection (EC) 
.06 -.27** -.002 -.08* .01 .11** .09* .002 .64** 1   
Joyful Engagement 
(JE) 
.04 -.23** -.01 -.10** .09* .12** .08* .06 .53** .88** 1  
Optimism Profile 
(OP) 
.06 -.26** -.01 -.09* .04 .12** .09* .02 .64** .98** .95** 1 
** p < .01. * p < .05 
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Position Level -.21
** 1 
           
Hours Per 
Week 
.07 -.12** 1 
          
# of Employees .04 .09
* .03 1 
         
Education -.05 -.09
* .12** -.02 1 
        
Age .28
** -.21** -.01 -.06 -.19** 1 
       
Ethnicity .07 -.04 .01 .02 -.12
** .13** 1 
      
Gender -.03 .003 -.02 -.06 .06 .02 -.03 1 




.06 -.27** -.002 -.08* .01 .11** .09* .002 1 




.04 -.23** -.01 -.10** .09* .12** .08* .07 .88** 1 




.06 -.26** -.01 -.09* .04 .12** .09* .02 .98** .97** 1 
  
Pessimism -.088* .20** -.05 .08* -.02 -.22** -.06 -.07 -.31** -.28** -.31** 1 
 
Optimism .116** -.20** .05 -.11** -.01 .24** -.04 .07 .34** .33** .35** -.82** 1 
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